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< . editors’ notes

[

The evolution of the compréhensive community college of today
from the junior college of the carly 1900s has been well docu-
mented and .is generally well known. I¢ probably would be generally
agreed that we are entering the necxt phase of that evolution:" the
era of the community-based community college. Although the idea
of cgmmunity-based education has roots reaching far back into the
community services movement, several notable dates and activities
may be fixed as, important steps in the history of community-
based education. Three important books were published in 1969:
The Community Dimension of the Community College by Ervin L.
‘. Harlacher, Dateline 79: Heretical Concepts for the Community
College by Arthur M. Cohen, and Commynit'y Services™ in the
Commgunity College by Gunder A. Myran. These books marked the
beginning of an* evolvement from a narrow, traditional form of
community ‘services toward a relationship in which the college
began to work with its community to solve problems rather than .
simply serving the community \\hatcwcr aCAdgmlc wares it had at
ifs disposal.

In 1974 “the philosophy of commumty -based ecducation
became clearly articulated and the movement gained sng,mfcant
momentum. The pubhcatlon of the article “After the Boom...
What Now for the Comm uy{]ﬂﬂ?;gﬁ""ﬁﬁamﬂj‘ew
president of ¢ merican Association of Community and Junior
Colleges, in/the December-January 1974.issuc of the Community
and funjor College Journal, included - the first real definitions of |
commuhity-based. fon and gave charactéristics of the move-
statements of objectives. Dr. Gleazer very eloqueritly
t that the period of .growth within which community
llege,s/could do* po wrong had come to an end ‘and that _they
/ must/serlously look to their mission. .

»

‘In February 1974, Alan Pifer, president “of the Camcgie
‘@orporation, delivered the keynote address at the AACJC Con-
vention, proposing that objectives often pcrccwcd as secondary
be given new pnonty' “Other institutions will*have a part to play,
of course, but I see the community college as the eventual leader- °

viin
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ship agency. Indeed, I'm going to' make an outrageous’suggestion
‘that community colleges should start thinking about themselves
from now on only secondarily as-a sector of higher education and
regard as their primary role community leadership.” At that meet-
ing of AACJG, community-based education was clearly spelled
out as the new thrust of the organization. In April 1974, at the
National Conference.on Community Services and the Community
Colleges sponsored by Valencia Commumty College, Dr. Gleazer
delivered an address titled ‘“Beyond the Open Door. .. The Open
_College.” This address was subsequently published in the August/
September issue of the Community and Junior College Journal.
Again, Dr. Gleazer spelled out ‘the need for a reassessment of the
mission of community colleges and proposed bold steps for com-
munity colleges to accomplish their new mission. He gave specific
objectives to be accomplished during the remainder of the decade.
Another highlight of this very productlve and mgmf"cant year for
commumty -based education was the AACJC National 'Assembly
held in November. The published proceedlngs of this assembly,
A Policy Primer for Community-Based Community Colleges, covers
many areas of the movement and points out significant directions
for ;he future. Another 1974 event of continuing, significance was
the formation of a national consortium of community colleges
knowr{ as COMBASE. This organization is still Active and holds as
its misgion the promotion of communlty based education in com-
mumty\olleges :
In"1977 the/two edltors of this issue of New Dzrectzons,
along wn.l\Eleanor Roberts, research associate at the Metropoli-
. tan Community Colleges in Kansas City, and Benjamm Wygal,
president of Florida Junior College at Jacksonville, published
‘Collegé Leadership for Community Renewal, a book the authors
hope will sput community college educators to give consideration
to ie needs of their communities and the ways in which colleges
and communities can cooperate for effective community renewal

In this issue of New Directions for Community Cofleges we
have attempted t6 gather and present overviews of several signi-
ficant areas of community-based education and ‘have asked prac-
. titioners in community cellege education to preparé€ articles dealing.
with specific practxqes and procedures. We have deliberately
attempted to avoid theory in favor of concrete suggestions for im-
plementing community- baid education.

e (] ’ |
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Gunder Myran sets the stage for the remainder of the publi-
cation by tracing the develop nt of community-based edycation
from its inception and giving a clear definition of the community-
based community college. Max Tadlock then presents very specific
suggestions for sound planning. Next, the age-cld problem of staff
selection and“development is presented in the new light of com-
munity-based education by William Keim. The difficult Problems
of management of community-based education are discussed by
Peter Smith from the point of view of the very innovative Com-
. munity College of Vermont. Hyman Field presents an-analysis of
current and projected delivery systems for community-based
educatiod. One of the most difficult problems in community-
based education, providing student services in open systems, is
innovatively treated by Steve Mills. Ervin Harlacher and Robert
Hencey explain the relationship between community-based and
performance-oriented education. The perennial problem of how
to fund community-based programs is addressed by Gary
Hollingsworth. Dale Pamell presents the unique problems of pro-
viding community-based education in urban centers. James
Gollattscheck presents his views on the ‘importance of trustce
orentation and cducation in any innovative movement such as
community-based education. Sidney Micek and Edward Cooper
discuss the impact of community-based, programs on the com-
munity served. And Andrew Hill concludes with suggestions_for
" further reading from'the ERIC Clearinghouse for Junior Colleges.
We hope that this issuc of New Direttions for Community
Colleges will be helpful in providing answers to many questions
and in helping community colleges clear some of the barriers to
community-based education.

; ‘ . Ervin L. Harlacher
» - James F. Gollattscheck

Issue Editors
14
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The phzlosophzcal roots ofthe commumty -based
movement lie in the origins of the
. " _commusiity college.

@ -

o * - N

- antecedents: evolution of the

community-based college

a

. ‘ ~  gunder a.myran

¢
< =4

-

Community-based education is a phrase that symbolizes an insti-’
tutional value system; it is_not a series of. courses, an approach to
Instruction, or a de&cnptlon of the location of serv1ces or: activi-

* ties. It is a phrase that can be grouped with terms such as lifelong
learning, life-centered education, the knowledge revolution, the
communications age, the postindustrial society, and.the learning

*society. None of these terms by themselves is very significant, but
the value system they represent is powerful indeed. Regardless of
the choice of terms, the basic values represented are: .

(1) Education can maké a significant difference in the lives of all
.persons of all ages and backgrounds all people have worth, dlgmty,
and potential. e

(2) Edueation is a means by which people ~can enrich and enha.nce
their lives through self-growth in various life roles such as those.of
worker, family fnember, citizen, and consumer.

(3) Education is * recurring part of daily life, not an experiment set
apart from daily life.

(4) The corimunity college has a responsibility to maximize the

— . - congruence between ijtsservices and programs and the educational

" needs and aspirations of all population groups in its service area.
AN v
New Dzrectwn: for Commumty Colleges, 21, Spring 1978 ) . ’ 1
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'7(5) The community college has a responSnblllty ta functlon as an
. integral part of the fabric and rhifll of the communities it'serves,

ard it should make a significant.and pcsmve difference in the qual-
ity, of life in those communities. A

A community basgi college, then, is one that uses these
values as a basis for planning all programs and services, selecting
faculty members, desngnm and locatmg facilities, developmg bud-
gets, carrying out admlmst(atlve functions, and creating policies.,
Although community-based concepts have emerged most force-

fully during the last decade,. these concepts have their roots in the

beginnings of the ‘community college movement.

Before the Civil War, the typical college in the United States '

was a private institution whose purpose was to prepare ‘‘gentlemen
and scholars.” These colleges prepared the elite’ for leadership roles
in government, law, medicine, and the ministry. Following the Civil
War, the development of the land- -grant college and the public*
university resulted in major changes in the nature of higher educa-
tion. The definition of the ‘“‘elite” was expanded to include the
upper strata of technical occupatlons engineering, teaching, busi-
ness, and agriculture. Du‘rmg the 1800s, the basic form of the
“collegiate way” became well established: residential colleges in ,
pastoral settings, athletic teams, fragernities or club§, a tenured
professoriate, académic, disciplines, and so on. As Amfrican indus-

“try flourished, colleges and universities blossomeds responding to

the need for an ever- wdemng range of skilled professionals. -~

When the junior college first emerged in the 1890s as an
aspect of higher education, it’ was seen prlmarﬂy as an adJunct of
a Wearhy university. Often, the local public school district housed ,

" the infant college, and the nearbyd‘mversny accredited it and super-

vised curriculum. Still, even in those early days the first seeds of .

,the community-based college were planted. As junior colle,ges

Were established throughout the United States durmg the first forty
years of the twentieth. century, many communities for the first
time had their own college—“our college.” The j junior college pro!
vided local young men and women oppo"rtumtles for higher educa- *
tion that had not existed before. The junior college often became,

" in a limited way, an educatlonal and cultural center of the,com-

munity. It also took on most 'of the trappmgs M. the “collegiate
way,” and it was usually very careful to’emulate the university to
the fullest p0551ble extent. At the same' time, it was often subject

o
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to the policies and admmlstratxve style of the local public school
district. .

s Cd ) . o

By the 1930s the j junior college had already established. some

- of the bdsic buxldmg blocks of the community- based college. It had

inherited the utilitarian leamngs of the land-grant um,versnty, and
it was often controlled by a local board or'advisory commiteé. It:
was becoming a p6§1t1ve forcé in the communities it served, and
those people wﬁo led or taught were creating the ‘‘open-door”

concept. The valumg of all students, regardless of Background, and
the nurturing of-those who attended was to become a cornerstone

Y

of the community-based college. Ll ’

A

. Although the pre‘World War II Jumor coll'ege had somé ele-
ments of community-based educatlon, it was the rapid social and
. technologlcal changes of the postwar period that provnded the im-
pétus for the completion of the. definition of the eommunity- -based
college., The majority of the, new _colleges establisted in this pquod
took on the name commumty college, and many existing juniof
" colleges, changed their names to incorporate ‘the term. Problems

- related'to race, poverty, uxbamzatlon and rapldly changing efaploy-

ment patterns mandated a broadenmg of. the college missjgn tp pre-
"v1de a more comprehensive basé for the development of huran
resources in the commumty

-
.

- . <

A major “factor in thé evqutlon of the community-based
concept, since, Warld War 1Y has been puf)llc higher education’s
emphasis on university extension, adult and contmumg educatioft
in general, and the i mcreasmg scope, sophisticatiot, and 1mpact of
1he commumty sg.wnces function in the Cbmmumty college. Com-
mumty ervices, b n the idea of providing educatiénal services
to individuals and without bemg wed to traditiondl. academlc
‘forms such as credit¥,- semesters jor quarters, and\gl’ades, found a\
resp.odsnve new cllent.ele Adults seeking _]Ob upgradihg er wantmg
to'expand their avocational interests found these new progr s Of
the community’ coﬁege well suited to the_natural grain-of their
lives. Unlike traditional collegiate programs, cominunit ices
for many adults repres’e(nted an approach to reentermg educa-
tional sphére and to mérgmg educational experiences with their
work, family, afd Jther life, experiences. As. these programs grew

in,diversity and depth, a' redeﬂmtlon of the meaning of college

i . &
began to emerge for adiilts. ;'/!‘ .
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‘ As the critics of hlgher educatlon decried the ghettolike
influences of educational experlences restricted to the isolated
college campus, community services became the method by which
community colleges made their first tentative efforts to move from
a campus-based to a community-based orientation. The first step
was typically the establishmeht of one or two extension centers’
that madg college services more agccessible to those in the com-
mumty Then the nature*of the service itself began to change from
the purely academic to the development of attitudes and compe-
téncies relevant to life on the streetcorner, in the shop or factory,
an home. This signaled a tum in‘the basic mission of the
community college, a maturing away from the strictures 1mposed
earlier by “Father University a.nd Mother Hjgh Schooly” as Max
Raines has referred to it. .

* The idea of the community-based college is a natural phase in
Zﬁa evolution of the community college. Its antecedents are found

some extent in the historical development of the con;munity
college, ahd partlcularly the development of community services
;and contmumg education. It is also important to note, however,
that a major impetus for the community-based institution has
resulted from dramatic changes in comimunity life.

For example, the continued weakening of social distinctions
in our society is a trend that nourishes community-based education.
Women;, semor cmzens, people I institutions, and racial and ethmc
minoritiés are joining tradltlonal student groups to form new en-

* rollment mixes. Identity as a student is now_ a thread that joins ‘
people of all ages'and walks of life throughout the community..

The diversity of nontraditional learning approaches that has
emerged in recent years also nourishes commynity-based education.
It has made possible the extension of learning to areas such as the
homte, the plant, and the hospltal Mobile classrooms and counseling
centers, television ‘courses, in-plant training programs, and tutorial
or independent study programs are examples of the diversity of

l approaches that are moving the community college- from a campus-
based to a community-based institution.

One additional trend that has an impact on commuhnity-based-
.education is the changing social role of higher education. In an
eariler period in our history, the entire community shared in the
soc1allzat10n process we call education: family, neighbors, relatives,
church, shop,” factory,. school, and collegé. Then, for a variety of
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reasohs, thls process over trme camg to be seen as the excluslve
province of’ the schools and colleges. Today tl there is some evidence
that the trend is reversu‘lg and that society will no longer see school-

ing and “education as’ synpnomous. As television viewing, travel,’

work, and other life experiences are mcreasmgly viewed as educa-
tive, the college campus will hecome only one place of learning
within the 'person’s total ediicational e.vrronment In this new
climate the community-based college will not view itself as the ex-
clusive educational center of the community, but rather as the
agency that weaves the fabric of education—wherever it happens in

+ _ the community and in whatever form—together '

One need only note the recent increases ig part- -time adult en-
rollment in community colleges, increased demand for occupational
programs directed towdrd career upgrading, diversification of stu-
dent backgrounds and life-styles, and interest in educational pros
grams related to life roles such as parent, consumer; citizen, and

- worker, to realize the profound impact that changes in community
life have had on commumty colleges. What we now call community-
based education is an evolving, mstltunon wide phenomenon that

pervades all areas, of college life:

>

A com
. ,coOrclmate pl

Unity-based college is charatterized by its efforts to
ing with other community agencies, its interest-in

participatory learning experiences as well as cognitiye "ones, the
“wide range of ages and life goals represented in its student body,
and the alternative instructional approaches it arranges to make
learning accessible to various community groups. -

. Community-based educatign represents a diversification of
,the "social role of the cofimunjty college The mandate of the
college—to provide occupatlonal programs, general studies or liberal
arts and scienge programsy student servrces‘ developmental or ré-
medial studies, and community servpces—ls basrcally unchanged.
What has changed is that the ¢ollege degree represents only one
result of the collegiate experience, although a very important one.

»  As adults move in and out of educational experiences as a natural
part of their daily lrves,.they achieve educational objectives that are
personally re%ardmg but not always marked by a credential or a -

diploma. Making the aPpropnate educational experiences avarlable
requlres the community college to provide a diversity of program-
ming, planning, organization, and delivery systems. Fhat is the hall-
“mark of the community-based community college.
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. A s'lep by-step approach can avoid*
‘ potentzal problems in moving toward

L communzty “based operations. “* *°
. ity
f ) ! . ‘ 7 ’, L
' N N i , £ .
plannmg how to get theree -
o .77 max tadlock. . .
SO \ ’
P ) Y e

No college can call itself community-based until it is ready tostep -
. through its own open doors and- out into the community for

mutual guidance, support and participation; .
'For the college wishing to explore the dimensions and impli-
cations of changing from its formal institutional focus to a com-
munity focus, the bést processes themselves are community-based,
These processes enable the college to contribute to the community
.at the same time it draws on community resources to determine

~ -what is needed and how best to meet the needs.

Too often colleges serve their communities by followmg one

“of three planmngpattems. .

~

1 o : Mahomet-and-the:mountain planning
et g '
This institutional plannihg.says, Exist!, and if they need you
badly enough they’ll come up to your level. ’

.
v?
’

AN

: , . afloat-on-the-seas-of-change planning
¢ ’ ™~ .
This purely reactive planning may well result in an institu-
tion in full sail, running before the winds of change whichever way
they blow,:sailing without a coufse but makmg splendid time to

~
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’ LN eVerywhere Itis often well covered in the media and much admired
. / a&mnovatlve o ;

_— 9% <
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tr%@i't‘llfhat-wisqoh planning | .
¥ . <o - - . e
BaSed on‘”’lle folk wisdom of the .educational commumty,
) this planning approachroften prescribes effective medicine. However,
like @ newspaper medical column, it may miss the mark at times
- because the professionals do not confer with the actual clients on
the needs,’ the t’reatment the probable outcomes, the side effects,
and the costs (that is, is it worth it?). The process may use advisory
. committees, But they tend to be convened to support prograrh
concepts developed a priori by,the professional staff.
- However, commutfity-based planning calls for full partner-
) ship of the college, é‘ommumty, business, and other educational
and governmental agencres &' determmmg the needs of the com-
munity, what roles if ar}y ~the college should play in fulfilling those
needs, and how best these needs doitd beaccomplished:* - a7
The model most ¢ommunity colleges have "followed Wltp@w
tingly’ or unwittingly, is the marketing analysis process of the busi-
ness, world. Its goal is to find the needs in a service area that fall
within the mission and capabilities of the organization. This model
requires answers to six questrons. Whatever the order of accomp-
lishment, the answers to one questzon may cause you to reconszder
. the answers to another: . ,
(1) What do we believe? A statement of your mission in operational
terms—not the traditional phrlosophy (or advertising) rhetoric, but .
. what you are %actually prepared to allocate your resources to accom-
. plish for your community and its citizens. .
(2) What are we doing now? A profile of your mstrtutron—an inven-
tory and analysis of what you are already accomplrshmg to meet
commumty needs and the strengths and limitations of your proy
gram and’ delrvery . '

(3) What’s the potential? A profile of your community—a defini-
tion of your marketplace taken from already available sources and
ongmal information developed by you that Tdentifies mdjor com-
munity -needs, trends, and resouirces. Programs and services of other
colleges and communities may provide leads for further local
inquiry. )

.
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(4) What’s our optimum? A best-fit analysis of commumty necds
and trends with the resources and capabilities af the college' and of
other agencies to meet these needs. This process sorts out the role
your college, as one of many agencies in the community, should_
plaan the delivery of educational services—sole source, enapﬁng
agency, coordinator, cooperator, well-wisher, nay-sayer. From this
step you can determine the thrusts of your own community- based
development and the level of cooperation and coordination requnred
with ather agencies.

(5) What’s oftr plan? A detailed prograrr?, services, and delivery
schedule based on a market or needs survey and analysis that is

of your stated priorities—in street terms, are you putting your
money where your mouth'is? T '

(6) How, well are we doing? A continuous two- level evaluatxon of
your effort to remain’ community-based utilizing: (a) the market
test—that is, thé readiness of individuals to “buy”” what you are
“offering; and (b) a professnonal analysis of the cdmpatibility of your
offerings, priorities, stated mission, and resource allocations with
the needs of your community and its citizens. )

Done properly, the process will accomplish the following: .
) Discover the services from which the community and its
citizens.could profit and which fall ‘'within the mission of the college
“~_#® Assess the capabilities and’ willingness of the community to
deliver or support those services
[ Identify available people, facilitie’s, and existing programs,
orgamzatlons, or institutions that could be utilized bly the collegg
(in delivering those services
. @ Determine priorities fo{ program and servige offerings and fpr
resource gllocations P
‘e Set the 'stage: for the college and its staff to take the initial
step thre\lgh its own open doors out in{@ the community. )

€

Community-based needs assessmens 4utilize but go btgond
the conventional needs- assessment techpiques familiar to most
_edycational planners (and not described here). The” process calls
for skilled professional leadership to ensure that the college is com-
mitted to the, limit of—but not beyond—its mission or capabilities.

hibit_considerably_more faith in the good sense and wisdom of the
o ’ -
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organized for continuous updating.-This step will test the reality -

At the same time, it also calls for the educational leadership to ex-
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) .
people of the community who 'ie the clients who support, and in
the case of public colleges, actually own, the institutions.

o N .

Caveat: If 'you undertake the assessment process described

here, you will be iniplying your institution’s commitment to

a community-based educational service. Do not raise com-

munity expectations and staff anxieties with this process

) unless you are prepared to follow through. Many people will
participate and their commitment will be real:

Undertake the first three steps simultanéously with broad
participation of faculty, students, staff, administration, and trustees
where possible, with the understanding that_they are preparing

- background material oply, not final answers.
Step 1. Using a taskgorce, reexamine and rewrite/if appropriate
the mission and goals of your institution, relatl/ng/élem dlrectly to
service fo the community and its c1tlzens..Explore economic and '
social as well as educational implications.
Step 2. Using a task force, develop a succinct profile of your insti- |
tution, showing its current strengths and weaknesses in meeting its
mission and goals, with particular attention to community needs at
large and to the needs of students as menibers of th@community.
Step 3. Using a ‘task force, develop a profile of your community
with particular attention to significant patterns, trends, and char-
acteristics. Describe your community’s people; its orga.mzatlons
and agengjes; its goyernmental organization; its businesses and in-
dustries; its agencnes and institutions; its media; its social, economic,
and cultural characteristics; and the special forces at work that
change the community and its physical characteristics.

¢  Step 4. Organize and publlsh the results of steps 1 to 3 as the home-
work package for participants in a large intensive planning con-
ference, or charrette, involving equal parts of community and college
personnel. The package is sent in advance to all participants in the
conference (described in step 5) and is made avaxlable to all college
personnel.
Step 5. Orgamze and conduct a major needs- assessment and plan-
ning conference to accomplish the following goals- AN .

K Reexamine and restate if necessary the mission of the insti-

tution .. . .
° Validate the profiles of the institution and the community

ERIC 19 y N
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, Determme what spesific resources of the community ahi the
. college ¢an and sh()uld bﬁ;mobrhzed to meet commumty and in-
“dividuat nqeds v
¢ Determine. ways to optlmrze the educational services petential
of the community through the agency of the college and other
iastitutions .
. e Set priorities for ﬁny‘changes indicated
° Construct an action ‘plan for initiating major operational and
- programmatrc changes ¥
® .. Secure commitmgnts from both community and college par-
tlcxpgmts to support and/or participate in the changes called for.
+ . The conference participants should be divided equally among
?:ollege and commumty representatives. Collée participants should
. include not onl? those personnel who have much tg>contribute, but
also those whd may be most affected by any major change.
Conlmnnity representatives should be selected from a num-
. ber of sources representing potentlal needs or markets and probable
resources. In this initial assessment and_planning conference it is
nnpo.rtant to get individuals who can make commitments.for their
orgamzatlons, agencies, or_businesses. (In smaller follow:dn plan-
ning conferences focusing on specific'needs and resources, repre-
Sentatives who will have.implémentation responsibilities should
be designated.)
The management of such a conference is s critical. Many busy
people will be asked to donate much expensive thme. If the college
has not conducted a major conference with top-level business and
professional representatlves, it may be advisable to secure outside
professional assistance in both planning and managmg the process.
Step 6. Edit and publish a needs and resources analysis with a broad/
program for action based on the outcomes of steps 2 3, and 5. Dis-
tribute this broadly, and mvrte both input and inquiry abOu/t how
the college may either a551st a segment of the community or utilizé -
a special resource. / 7
Step 7. Organize smaller follow-on conferences in’ specific
_areas, with participants representing commuiity and collgge inter-
ests in those areas. The goal of these conferences is the¢ develop-
ment of specific mutual participation plans between the college and
community organizatjons, agencies, and busrnesses
Step 8. Develop through the professional staff

©
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attention iy’ this ‘area "the college will find itself urldertaking plan-,
ning based on how the community was rather than héw ites.

Step 9. Develop an evaluation system that not only utilizes but _
contriButes to the information base that was organized in Step 8.

°

The flrstimeasurement is whether the cllents continue to sup-

. portand enrollin the program. This measurement is straightforward
and utilized already by every school in the country. It does not say.
the program is good or bad, only that is is supported.

‘Other measurentents require more s/ophlstlcated professnonal
judgments and may call for outside assistance at times. The college’s «
goal should be a system that balances costs (all resources) with the
benefits to the community. Factors*that must be agcounted for in-t.
clude the mission, college and community priorities, the resources
allocated, and both direct and indirect benefits. .. .

No ready-made solutxons fit these’ requirements, and the col-
lege miay find that, at least i 1q the beginning, a critique of their -

' efforts by those who helped "plan them may beg, the best solution
readily available } @ '

Because-all t'hesé evaluatxons deal with community needs and

capabilities, they ‘add td the information on which the professwnal e

staff shoﬁlcl base its programmmg decisions.

However the. colleges choose to rhove toward: a co nity-
( .. based operatlon, they will find that the systemt’ descgb above
b deals with every critical element experienced by the schools which
have made the early moves: . »
° Faculty and staff participation ‘ ce
: ° Community input and commitment by detision makers

® - Links between the present and the proposed

®  The development of an information system on which%¥o base..

both planning and- evaluation decisions .

® " And most important of all, shared priority setting and pla:)-
~ . ning with those for whom the college was organized: the commumfg(

< - v v -

Max Tadlock is president of Tadlock.
- Associates, Inc., in Los Aléps, California. - L
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; Seekmg and traznzng teachers capable of
,, teaching in nontrhditional mods is essentzal -
o for communzty -based. progmms % -

‘ » -
B
= ' ° 7

staffmg where and how - :
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There is no }nore important consnderatlon in any educational opera- et
tion than the quality of its instructional staff. No ,one can argue
with this; it has been the fundamental criterion fog education since ~

antiquity and requires that'a person not.only know his or her sub-,

jector discipline but also know how to teach the subject. -, »

) As in all human enterprise, there are distinguishable degrees* )
of excellence-in teathing that characterize the state of the art and.- -
prov1de a wide rdnge of teaching style, corfpetence; and objectives. -

v The commumty-based college attempts to select and train a compe- .
tent staff of instructors, administrators, . and classified personnel
». from this wide range of professwnal expertise.’ |

BAY

-2 . 7. -
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. . . what is the prbblem?

by . - .
A B The problem is a simpfe one, but the solittiop is very complex.
We must find and train a cad)re of tegchers who fit. the followmg
K characteristics: . A SIS
: / (1) Willing to teach part- tm\xe o f ‘ 4
(2) Have little or no' training in the field of gducation ' wot
(3) Willing to deal with the riew student and with student motiva: , ‘
* tion and achievement problems ‘ . . I
" (4) Willing to be trgined to be afﬁlctionaL.part of a community- 7 T -
based enterprise i \ . e
\ . ?.. &
New Directions for Community Colleges, 21 Spnng\\ 1978. ~ X4 13 . " .
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Since community-based education is an effort to offet an
altemative to tradition, it is necessary that we seek and train teach-
ers capable of viewing teaching in nontraditional modes. We neéd

&  humanistic and knowledgeable practitioners.
where are the teachers? o
There are six 1dent1ﬁable sources for potentral teachers in
the commumty-based college
(1) Existing interested faculty of our campus:based colleges who .
accept overload assignments, / .
» (2) Personnel from externally funded pro]ects for specific clientele

—for example, the disadvantaged. - -
(8) Community education personnel with specific skills in market-

able disciplines who have shown particulag interest in stu

ts

A

and jndividual needs. Our communities have many business people .

v/

s

-

and retired teachers who might be interested in ex

own careers or personal objectives into additional teaching experi-

ences

ding their

]

_(4) University graduate schools ofeducatzon Out of each group of
graduate students there is a small force of msp1red and potentially
great teachers. They are segrching for befter ways to improve the
human condition: and often are disillusioned to find no outlet, for
their imaginations. The systematic destruction of this group by the
. traditional system is a sadness endured by all caring faculty mem-
bers of our teacher-training institutions. An early identification of
“these people is obviously advantageous and might even bring about
some reform in the university college of education, where itis per\
haps needed the most. o i
(5) Other areas of the university not to be overlooked are the many
‘departments or divisions that deal in adul} and extension’ education.
e products of these units are usually well grounded in understand-
ing individual differepces and have Miscovered mature learners and
their learning preferences. Most are commumty oriented, and most
field workers can assume a part-time assignment. This group may be
the greatest and most potentially effective work force on ‘the
commupity-based scene. ~ .

- (6) Public school educators. Many of us entered the world of the

commumty college. by way of the public schools, and we must’

- recogmze that many of our finest instructors and admlmstrators are

N

o

-
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Jfrom that teaching envlroqment There is still a great resource
there, and many teachers in our urban school systems are well ac-
quainted with the frustrations of individual differences and needs.
An army of good teachers is waiting, many well trained and
thoroughly familiar ‘with 'commumty problems and competency-
based instruction. Most would be willing to participate beyond
normal expectations in part-time training and experimentation. We
need only look for them.

Of these six groups, twQ seem to represent an immediate
potential work force, and both are used to some degree by many
colleges in“their efforts to master the community-based delivery
system. .

Personnel from Externally Funded Projects. Perhaps the most
neglected part of the present-day community college scerfe is the
manpower resource in externally funded projects. Hardly any
urban cojlege operates without soft-money, programs for the dis-
advantaged or ‘other specialized clientele, and for the most part

_ these people are student centered and promote individual learning. )

Many of the programs are counseling oriented and,include commun-

ity contacts and job placement as part of*the services offered to
students. , .

The Community " Educator. Thousands of people in the— '

business and industrial community are interested in teaching and
would make excelle_} commumty -based mstructoxs, tutors, ,and
coordmators.

. These potential teachers need only to be made aware o’fthe
Va{portumty to become part of a part-time specialized instructional
rce. Experience has shown that most community educators have
had no formal training in teaching but nevertheless make excellent
ifidtructors in their area,%ispeaahzatlon

The most conve
community educators is to go- directly to business orgamzanns,
“social agencies, trade unions, and publlc service agencies. Today
most organizations employing over two hundred people’ have an
eniployee training division. This is the primary contact for larger
sources of personngl, and’ a simple review of a district assessment
study will reveal smaller agencies from which to recruit potential
instructors and staff. Community agencies will cooperate because
the additional training of their people will benefit their own train-

-
¢

nt and_effective system for identifying
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ing division; and because we are looking for part- time mstructors, @

organizations will not view’ this as a threat.

Pioneer Community Co&ge in ‘Kansas City, for example,
has extended its community" base by. delivering courses (some as
contract arrangements) directly into present employeg- -training
divisions using the on-hrand teachmgt staff of the employer as the
major mstructlonal resource.

. In addition to the vast potential of instructors in the world
of commerce, a growing number of retired teachers live in retire-
ment commumtles and have found ‘that leisure-time actiyjties are

unsatisfying arid jump at the chance to reenter the teaching proq

fession on a part-time basis. Some are fine instrictors, and many
are skilled in dealmg with mdnvnduahd instructional techniques. i
retirement communities do not exist, an advertisement in the news-
'paper will attract this potential work force.

training community teachers )

- ERIC
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There are good, well-motivated people on the scene, and-the
trick is to make wise and productive use of them. This can be done
in two ways: / ¢ .

(l) Projects can be developed and new proposals for external fund-
ing written to include specific staff time for community-based
education activities. - ‘

(2) Existing projects can be modified to be open .ended so that in-
creased activity, €ither counselmg or instructional, can be accom-
modated. Many projects are already constructed to accommodate
additional students and activities, and most project overload activi-
‘ties beyond theirnormal working day. . ..

At the very least, a nucleus of full-tinre trained profess1onals
and supportstaff for commiinity-based activities exists in qur college
structure, and most of these people-are anxious to participate in
staff development programs part-time instructors.

The /Tmznzng/Deve lopment Program., What wg have work
with are essentially two groups: (1) those with training whd\ need
retraining* for a community-based operation, and (2) those with
little or no expenence in instructiong, The trick is to make use of

the expert in commumty -based education as a program manager °

whose respomsibility is the development of a team of part-time
specnallzed instructors. - - J -.
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Terry Q’Bamon, wrmng in Tedchers for Yomorrow in 1971,

¢ suggests that what is needed.for the J980s is a teacher who is  »
humanistic, has the ablility to teach, has a knowledge of both th€"
* . community college and the .comminity cdllege student, can

e,yaluate, knows teaching, techmques and altematlves, and is well
L}

! grountled inhis or her subject mag\_r If we are to achieve this ideal,

it is necéssary to organize our training programs ‘around a curticu*

7+ lum_program manager whd could be a full-time teache'f/counselor

swithin the college. These master Ceachers must be carefully ',
selected arid themselyes trained in the processes of _management. '
Wrhe [Program Manager—Staff Develop®r. If community-based -
. ,1nst1t9£(ons are/c»rely so heavily on the hiring of part-time instruc- _
tors, it“fs obvious that there. must be an ongoing program of staff
, selection and development The brief experiepces of comimunity-
. based institutions tend “to conl"'rm the practice of emphasizing
selection angd development at the program or specialized discipline
level grncexcompetency based instruction- 1§ linked closely with’

A

+
’ -

‘

. individualiZed ;ffort, it is ol)vrous that thq close human factoris- - -~
very importarit. Clas§room anagers and facrlrtators are beginning  *
,to Yook more 4nd more like coun?eloxs, and program success is
R lm d inexorahly to the instructor’s abrl.rty t6 deal with each indi-
ual dn g ohe:to-one basis. People w\ho have succeeded i in this'en-
dea or should bé encouxaged to assume the pnmary role in the .
- seléction and triining of part-time péople. )
__There*should be a small cadre of full-time program m v
_gers whcfmlect the teachers apd dlrect the traiding o{ﬁ\fn lar 1""
" numbers of part-time personmef. , .
.These full-time people, of coursc, are already among,
l\ , our pro_]ects attempting educational reform. They are the risk t
~«  andstequire our support. They represent ou bést chance to produce
l ¢ the ideal teachers to.implem¢nt commupjey-based education. - )
«g&u ©L The Development Prpgram. ThE progfam manager Qrould . ~
Ly conduct brief sessions concérning the following: _ Y. ‘-
(1) The nature of the Community-based college ) )
. (2) Chraracteristics of the students’ . e
- . (3) Teaching methodologies:  * ., . = - /__4 ‘~'~/
-. (a) learning theories T : . [ AU ¢
«. () téaching tecl'ch_lues . .= . * @ t
(c) evaluation methods N - o e
(4) Curricula = o ) / S S
< ~—" o . / (‘ oy
o 20, & P -, -




Small Sessions. To bé effective, these sessions should be brief
.and in alllikelihodd, should precede the actual teaching experiences,
pz}mcularly in the case of community educators. The program
manager must, work with the comimunity educator through the
first few teachmg experiences, offering advice, supplying materials,
and helping to_ select, supplementary instructional methods. It
J is vital that the program manager give exphc1t adv1ce and details
on evaluatjons,

Lawsswns It is recommended that all part -time people
be brought together as a total college work force at least once dur-
ing each period of instruction. This large group should provide a

It should ngt be & meeting devoted to admnistrative dicta: or
speeches by administrators about details of requisitions or regis-

g  managets so that the flow of instruction is not ifiterfered with.
Day-by-day management details should be left to those who handle
them on a day- by-day ba515 E . v
- cpnclusnon L
Staff selection and development is the most critical factor
- . in the success of the community-based community college. All
’ other considerations of the college—fiscal, managerial, marketing,
’ , delivery, and so on—are secondary to the fundamental truth that
Wlthout the appropriate learning“taking place, the institution 1is
approachmg obsolescence. N :
o There is no existing ‘model for the perfect selectxon and
development of staff in such an unfamiliar mdde as the community-
based institution. We can only search fof the best methods available
to us for teacher selectlon and develé’pment We look for risk takers,
psychologcally secure individuals with a flair for-excellence and in-
novation, dnd for the person who is, above all the humanist that

n
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talk session with a free and imaginative exchange of teachipg ideas.’

; “tration. These informational details.should be:left to the program - B

A v
. community’based education re requ1res ‘
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» Managing the communityintegrated Thstitution
requires organization, precision, group leadership,
and a tolerance for the ambiguity of immersing

i oneself in the multiple lives of other people.
management: living at the nexus
o . . peterpsmith .

+ <
When a college integrates itself with its community, the traditional
patterns of management, govemance, financing, and educational
delivery ap;iear\to\gg up for grabs. This chapter will contend that
the patterns do in fact go up for grabs; the functions themselves,
however, do not. All too often, there is a confusion between new
- functions and reallocated or reclustered functions.
.. A good example drawn from the educational program would

be curriculum development. On college campuses the faculty
* . develop as well as teach the curriculum to the students. In a com- | -
" . munity-integrated college community, practitioners may well do
- the lion’s share of,the instruction. This does not mean that the C
" curriculum development function should be ignored. Neither does
it mean that the community practitioner should necessarily develop
thé cumiculum. It may be logical at times for the curriculum
Wvelopment responsibility to reside with a full-time staff, while
the. instructional function is assumed by the community practi- -
tioner. In this case, ‘the function of curriculum development has >
been retained, It simply has been separated from instruction’and
responsibility located in a different place. That is a changed pattern
of education.

So, too, the manager of a community-integrated ifistitution
must have other skillsin addition to those ascribed to good manage: .

-
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ment of a traditional college. For example, the Rain charactqustlc
of the _]Ob itself is that, the manager works at the nekus between
his or her organization—the commumty it serves, and the individ-
uals it serves—and therefore is a conditioning factor. This implies
a lateral orgamzatlonal structure, one that . can more readily inter-
face and integrate with other orgamzaqona.l struetures throughout
the community. -
What should a “nexus manager” do? First, he or she must
nderstand community organization. It is not. enough to simply
Z:ve dreams for what a community can be. The nexus manager
must know how.a community works—its grapevines, its myths,

its history, and its culture. Second, the nexus manager should have |
- had experience in and understand the flexible management of .

resources. As will become clear later, community-integrated educa-
tion demands more than the traditional management of a given
budget. Instead, the budget of a community-integrated college must
have a great deal of liquidity in it so that the institution can be
_responsive to the program needs of the community throughout
the year. Conscquently, the person who manages that budget must
be a good resource” manager. Finally, the nexus manager must

know somethmg about the assessment of adult leammg needs and| .

the logistics of serving adults. It is not enough simply to say we
shall do these things. Adults have particular and peculiar attendanc
styles, leatning needs, developmental stages, and learning style#
Integration with a community embodies a commitment to access
for any person. If the institution is not ready managerially and
logistically to remove the barriers to access that even the, ‘compre-
hensive,community college may put up, then the mstltutxon will

be less successful.
Ve .

g p
management skills

i -

Q
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The person who manages a commuriity- integrated' college
must possess the skills of good management as they are tradition-
ally defined, though not always traditionally practiced, as well as
skills in leadership, brokering, and facilitating. Although leadership
speaks for itself in many ways, we see it all too seldom. What we
need is a person wh}) can catalyze, combine philosophy with pro-
cedure, and conceptuallze the effect of that synthesis. As a broker,

the manager must value the‘;radmg of both information andauthor- -
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ity that must occur if institutions and agencies are to work to- ”&:

gether in a noncumbersome way. Fmally, as a facilitator, the man- ;é
ager must know how to listen, whén*toguide, and what kind of

_ intefvention-is appropfiate in a given situation, The manager works .
on the interface bet/ween his organization and several other organi- .
zations and agencies in the commypnity. He needs brokering and s
facxhtaung skills because the elements of the task of nexus manage-

ment demand those skills. Following are four examples:

Accountabzlzty Traditionally, the manager of a college is
seen and sees himself as’ accountable to his or heximmediate supe-
rior; to the board of trustees, faculty, and students of the institu-
tion; and to the political decision makers of the state. The intensity
of those relationships varies from situation to situation. In most o
cases, the manager is not only personally accountable but is also "
commonly held accountable through the data and/or performance ' \
Jindicators that the institution geherates. In commumty -based
education, all the above conditions are true. The same people want
to know how you dre doing, and there are measures to find out.
However, the citizens served by the program, as well as the com-
* munity practitioners who are teaching and the organizations, busi-
nesses, and agencies with which the college works, must be added
" to the list.
An additional indicator goes beyond t,radxtlonal data: the.
coneept of accountability changes in community-integrated educa:
tion to include personal dynamics as a central feature. Working
in the community creates a series of peer relatianships, and com-
munity agencies, practitioners, and learners will hold the organi-
zation strictly accountable for the quality of personal treatment
that organization gives its community'on adaily basis. For example, .
- if the low-income grapevine says that your college does not mean
what it says; then those people will not come.
Part-Time Participation. Vl./hen curriculum development was -
. discussed earlier, an example was used that placed instruction with
community people. That is the way if happens at the Community
College of Vermont. Clearly, an ingtructional force that is entirely
temporary and part-time lead's to a different pattern of participa-
tion. Those people have different expectations of both the irfstitu-
tion and the students. This Suggests that the rewards system for
temporary faculty should change also. For the manager, these
questions are extremely impottant. For instance, is money the only
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* out the year will be seriously compromised; conseqitently,
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reward, or, in addition to money, can we add the chance to share
one’s practical professional experience with other people and the
intrinsic enjoyment of working with adults as a community com-
mitment? Certainly it is more than money that motivates people
to serve on the United Fund and local school boards. Why can the
same not be true for community-integrated education? - ’
On the other hand, part-time participation has a certain set
of strengths and weaknesses which must be understood so that the
program can be well maraged. Obviously, the advantage in this
case is flexibility and responsiveness as well as community involve-
ment. A possible handicap is that some areas of leamer needs may
not be met because the community does not possess the resQurces:
In my experience, this does not happen too often. However, it is
clear that the nexus manager must understand the importance of
a new reward structure and the strengths and weaknesses of a
. community-integrated model if it is to be well and humanly man-
| aged in a consistent fashion. .

3 Resource Management. As just mentioned, community-
integrated education calls up the difference between the admin-
istration of a budget and the management of financial resources
on a daily and weekly basis. If you do not have money, then the
flexibility with which you can respond to ‘the leamning needs of
individuals and groups in the community you are serving thrgui|~

e

" mission of your college will be equally compromised. There must
be an understanding of and appreciation for liquid versus fixed
assets and resources and a series of procedures for the manage-
ment of those resources. . . ' .

Standards. Although, in my estimation, standards are vastly
overrated as a reasonable discussion point in higher education, the
issue of standards in a community-integrated institution is a real

one. First, the entire academic operation of the college is highly
visible, public,-and literally in the consumer’s living room in some
cases. Therefore, personal impressions of standards become very im-
portant. The manager must adopt good process and procedural
techniques_for managing the quality of education®even though the
authority for its delivery has been brokered and facilitated through
several orgapization.é in the community. The issue here might be
geen as consistency in the evaluation of learning and learning en-
vironments. No%’:ol}ege ensures or.even suggests that uniformity is

~ -
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. desirable. On the other} hand, no college would suggest that a
completely discretionary approach. to%evaluation and teaching is:
wise either. In the middle of that conptinuum is the notion of con-
sistency: common procéss with dilferant outcomes. Because the ,
physical setting of the campus is missing, along with the comfort of
a full-time faculty to do the teaching and the judging, the process
management for standards and evaluation is absolutely essential
for the nexus manager. R

< .

L '. \
* problems of the nexus manager

-t

With all this, even if it is done wel » there is a variety of pro-
blems that will contmual‘ly face the cor mumty«mtegrated institu-
tlons manager in the near future—Firsy} there.is the problem of

ftinguishing between community .service programs and credit
progr s. In my opinios, the: dLgnctlon is false, and the mission
of community-integrated institutions is to look at leaming wherever,

. whenever, and however it happens—This has a great deal t6 do with
the kind of academic and evaluation structﬁre of the community-
integrated college Nevertheless, the maﬂager must be sensitive to
the percelved distinction between community service and credit
education and must work to reduce orat least clarify the difference.

Second; the community must be integrally involved in the
planning processes in the college. Heré you have community adults

_‘as learners, community adults as teachers, and community ‘adults
‘as planners. It is more than the traditional advisory council func-
tion about which we have heard so much. It is more vital, it is more
important, and-it is more dignified. The assumption is that the
combined wisdom of the community will make the college’ go, "
and go well. o

Third, the commumty should be involved 'in judging the
cofleges performance At’ the Community College of Vermont,
community review beards, convened by the college, judge student
leammg contracts and award the Associate Degree. Of course, there
is a process for selecting and training these local review commlttees.
However, they have real authority over the educational program at
the Community College of Vermont,

A fourth problem is the whole logistical area that was briefly
referred to ‘earlier. How do you muster student services and faculty
services in a college that has no physical location? Where does the
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o . financial aid get-written? Where does remediation happen? Where

does _staff - development happen? And*so_on. These services must |

, " -be public and visible and available to all the studens. I believe that &

A the logistical managemerm of the administrative and educational ‘

- .side of a, community-integrated college is by far the most difficult ‘
* " feature of the nexus raanager’$ role. - 7

N * All'the problems and questions raised in this discussion are
related ta the visibility of the community-integrated institution and
its services to the community. Some of the issues have to do with
the visibility of ‘the institution. How do we present services when ' |
thgre is no, campus? And some of the iséues have to do with the . |

N very high visibility of the quality of the personal service the mstitu- I
 tion puts forward. If the president or any of the staff woricxerally
, in the commumty, their behavior every single day has a tremendous - -
1mpact on the success of that mstxtutxop Although that is true in ;
~ " ‘any community college, in the’case of\the community-integrated )
" institution, the commun}lty at large z} the college community. e
There is no place else. . o, -~ :

summary

-t g . *
In conclusion, I would say that the primtary question facing
a nexus manager at a community-integrated institution is that of
authority. Which part of the postsecondary education functions
. . are the manager and the institution willing to share with the com-
munities they serve? And how do they choose to ‘share so that the
sharing is real and dlgmﬁed? On a campus, the roles and, authority
are clear and largely set by tradition. But in a community-based
college, these questions are exacerbated by the transference of
campus values into the environment of the community. In a com-
» munity-integrated col}egel, the manager and the /institution must .
accept and value the /standards; resources, and capabilities of the
community as primary indices of what the postsecondary program
will be. There is no doubt about the source of authority, even
when the authority has been shared. This kind of a manager has
convictions about tha,t . .
The® communi mtegrated manager is.in the vanguard of V
higher education nianagement as we know it toddy. If a cbllege
»  chooses to be community: based, the manager may well have a
campus with its attendant comforts as a retreat.,If we continue

) -




to operate on a campus, the manageri:al function stays the same.
On the other hand, when managers venture into the community
to stay, taking their invisible institutions with them, their, tradi-
tional management skills will be severely tested and must be accom-
panied by the kinds. of skills demz}Pded by *this new,environment:
organization,’ precision, group leadership, and perhaps above all a
tolerance for the ambiguity that comes from immersing oneself in
the multiple lives of other people.

¢ .
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" Selecting the medium for transmitting

* - information is as important as

selecting the information itself.
¥

delivery systems: meeting the - ;
- \ | ~mu|tip|e:needs°f of .

LN

o dlver51f|ed clientele”
‘ 4 hyman h. fleld

. =

Assuming that “community-based” is one end of a continuum, with

a total campus-based approach at the opposite end, then almost e

every commumty college is community based to some extent. The

very name ‘community college, if lived up to at all, indicates-some” L,

community involvement. The college with an occupational advisory

committee; the college with a program for some type of nontradi-

tional learner; the college with a program, however meager, of L

community services—all are community based in some way. Some

colleges have been forced into community-based delivery systems

entirely because of financial and space limitations. They hold

clasges in storefronts, hbranes, churches, and community centers, td
. - name only a few of the locapops avaxlqbl’e for mstructlon in com-

munities. .

Even though many colleges have successfully taken their

programs into the community, the type of delivery system em-

ployed ha¥ usually been quite limited. In most cases the delivery |

mode is a faculty membtr meeting a class in a community facil-

1 -
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. of the great variety of delivet

- . . ’ - <
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lty This may be satisfactory, but it ohly begms to touch the surface
systems available to: commumty-
based colleges. The purpose 6f this discussiop is to deal witjfdome
of the means of delivery and their unique capabrlmes dnd %q look
atsome variables that can help in the seleation of appropriate media.
There is nothing new or unique about many of the means of
delivering instruction to the commumty Textbooksy student man-
uals, and workbooks have been used in instruction almost since
printing began. Another print medium, the newspaper, is inexpen-
sive and easily accessible to learners in ‘the ‘community but only
recently has been used for instructional purposes. The mass media
in general, including the newspaper, provide ready access to the
learning community. One would be\hard pressed-in these fimes to

c
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find anyone who does not have access to at ledst one televrslonsset 4

e

.

.

5"

E

RIC

Aruitoxt provided by Eic:

-

LI

There ‘are other medla that, although in sgme cases not ‘j

available on a mass basis, are certainly worth considering for

community-based- instruction. Audio cassettes, for- instance, ¢an. *
-carry special verbal or musical mstructron that may not be suit-

able for broadcast radio. Foreign language drill could be a bore to
the géneral radio public, but it could be a valuable instructional
aid when sent via audio cassettes to léarners. They are réadily
available, and the learner can record his dr ‘her responses and
retum them to the instruetor. The range of posSibilities for tele-
vision distribution systems—such as the television satellite with a
signal that coyers vast areas and permrts two- way audio communi-
cation; or the instructional telev1sron fixed service (ITF S) system, °
which have hmrtgi transmission range but provide multiple chan-
nels and greater time flexibility for mstructgon—ls only now begm- )
mng to be explored. - . , — .

°
-

. Nearly everyone has a telephone. It is Telatively i mexpensxve.
It is extremely flexible~an instructional tnit can be offered at any -
time of the day or night. It is trmely—a pohtlcal sc1ence course can’,

and radio receiver. In fact, there is a tendency to take radio with us ..
_wherever we go. N

¢




v Other delivery systems are just beginning to appear on the -q
. scene. In the near future video disc players will be on the market
at generally affordable prices. When the entertainment industry
has sufficient programming available on disc to warrant the expen-
diture, people will- begin to buy the playback machines, and when
they are available in homes, they can be used for instruction. An
hour of video information with instant stop, still frame, and im-
. mediate review capabilities for approximately $10 (the projected
' cost-of&dlsc) opens all sorts of instructional possibilities.

The Goldmark Rapid Transmission *and Storage (RTS)
delivery system is capable of storing up to 30 one-hour slide/sound
and motion programs, on a continual 60-minute. video tape (or
60 half-hour Pr ductions, 120 quarter-hour segments, and so on), =
then _transmittig them undisturbed at a very rap}d rate to an un-
limited numbér of television receivers simultaneously or in, varying
_ configurations as described. For noncampus institutions that use,

" widely dlspgrsed community leaming centers, this may be dne
- answer. Ong techhician can ‘transport the device in the trunk of a
car to a center equipped with closed-circuit television. If you con-
sider that it might be desirable to visit each center at least twice
a day, onlé person with a playback machine may be able to service.
up to four centers daily. While the lessons,are being shown, .the °
instructor can act as a tutor/administrator. The programs can also
be broadcast over open or cable television: /“

Obviously all these means ‘of delivery are not equally effec-
tive either "as instructional media or as ways of reaching the
intended learners. In a particular community-based system, some
delivery systems will be more appropriate thaa others. An ipstitu-
, tion that is trying to reach’ individual lea.mers in sthe commumty
might use print-based instruction, radio, and television, audio
cassettes and the telephone, and video dlSCS ,This institution would
probably find it impractical to deliver mstruct10n by having faculty
.meet with the learners or by media such.as motion pictures or the
Goldmark RTS system. On the other hand, if-a community-based
college’s major emphasis is to provide instruction for single groups
in the community, a faculty or some non-mass media delivery
* system may be ideal. If there are multiple groups in the Commumty/J
engaged in the same ‘instruction, then mass media-might be used in
cenjunction with faculty. A television presentation might ‘cover
‘ the basis of data processing, and a “faculty member ‘might meet

r
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- &
with various groups at,other times.to lead the group in discussion
or assist in projects related specifically to that group’s interest.
If groups are widespread, satellite transmission may be appropri-
ate. In an urban setting, an ITFS system may be ideal for reaching
groups scattered throughout the city. We have already seen the 1

possibility of using the Goldmark systém to reach groups i}l:‘b‘i/

areas served by noncampus colleges; the system can also
<

ctlvely in rural areas:

choosing a delivery system’

With the variety of delivery systems ava.llable to acommumty-
based institution (and'the list-above is not allinclusive by any
means), how does a person decide which one medium or combina-
tion of media will ‘best serve the needs of the institution? 'I'here
are several variables that can be examined to help seléct the appro-
priate media for any given situation.

. Instructional Requirements. There are restrictions or condi-

tions imposed on media selection by certain subject matter or
leaming objectives; some of these restrictions or conditions are:
(1) Group Interchange/Individual Learner. If a learning objective
requires that there be group interchange in the form of discussion
or group projects, it may be necessary to have a faculty member
meet with the group or select a medium_whereby two-way com- .
munication is possible. . )

(2)«Reinforcement Requirements. An teaching a spoken foreign
language, immediate extrinsic reinforcement may be required. If
so, there has to be a way for an instructor to interact immediately _
with the student on a one-to-one basis. Acceptable delivery systems
"are restricted to the faculty in a classroom or laboratory or perhaps -
through the telephone. Use of satelllte would be technically feas,ble
but pI‘OhiblthCle expensive.

When teaching someone to read, understand or write aforeign
languageé, on the other hand, delayed reinforcement, may be appro-
priate and teinforcement be intrinsic. Any number of media will

,work individually or in combination. A-print-based, individualized
workbook in combination with audio cassettes may be ideal.
(8) Instructional Information. Format. The type of information
dxsplay required to teach a particular subject can be amajor eter-
N ‘. < Ji
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minant in delivery system selection. To teach the understanding
and appreciation of ballet, one relies largely én visual ihformation
with motion. Motion pictures, telev151on, and a live instructor will
all work in this situation, whereas print-or audio will not. On the
' other hand, mathematics can be taught effectively with print. To
use an expensive delivery system like television for mathematics
might be Wasteful unless there were other conditions to justify

itsuse. - . ~

Learner Characteristics. The specific circumstances and char-
acteristics of the learners should be carefully considered before
determining the delivery systemi.

(1) Location. Are” students spread over a larger geographlc area?
Are they part1c1pat1ng in the instruction at home, on the job, in

am institution, or in some sort of classrgom in the communxty?

As can readlly be seen, the best delivery system varies with " dif-
ferent locations. A system easily delivered to individuals, such as

print, audio cassettes, or television and radio, can‘reach students,

at home or’in institutions. A faculty’membér or some non-mass
media, such as films or slideftape ﬁresen;anons, may be most
appropnate for groups coming together in a community cldssroom.

(2) Mobzlzty Can students come to a central locatldn, or do théy
have limited mobility? For gtudents who are 1nst1tu¢10nahzed or
severely handicapped, a dehvgr‘y system should take the ifistructign
to their locatjon.
.(3) Motivation. This variable i s too often overlooked. It is assumed
" that .students will benefit from matexial .which is instructionally
sound. But for those students who are part1c1patmg as individuals,
the matenal s attractiveness, the excitement built into the material,
and the involvement required of the leamer can be as important
as the content and instructional design. As an example, consider
tWO uses” of a.print-based delivery system. The- first use relles
heavily on rather traditional texts, with perhaps some end“Sf-
chapter study questions. The second utilizes E‘Eﬁﬂl)’ de51gned
student manuals that requi udent to actively engage in the
process rather than passively taking m-«mformatxon The Aatter

delivery mode helps maintain the studerit’s motivation m the coursé:

and leads to a higher completion rate. . -~
_(4) Expense. How much can the student afford to spend beyond
tuition, to obtain the mstructlop? For many institutions partici-

! .
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X ( patmg in c0mmun1ty -based mstructxon the maJo it of the poten~
e learners are in low-income groups. It would be dysfunctional,
erefore, to rely on adelnvery system that woyld be too expensive * -
“for the student.eA. totally print-based course might include” three
or more books (a téxt, a student manual, a workbook, and a reader) .
and cost as much as $30. A television course may require only one,
#  book costing $10, and the student can recenve the television lesson
. foronly a few cents in electricity costs. ’
(5) Schedule. Many students desire further education but have o
been pr3h1b1ted from attending thesmore traditional offerings
because. their work or home schedules'will not permit it. How many
mstxtutlons can now serve swch students as firememn or pollcemen 2
who’ may work days for two weeks and then work mghts for the |
next two weeks-?\CommumE.y -based delivery systems such s indi-
. "vidualized print-based instruction, open labs (perhaps inestorefrongs . .
e or mobile vans), and the telephone can easily accomo these  °®
" studedfs. Even television or radi¢an be effecuvely us?cﬁ&\ach ~
lessow repeated at several different times. -+ ° -

Institutional Cost Todayft\seems thaff ev everyone is concemed.
wa;h budgets, The tost of -acquiring or developing material to be
used in any delivery system must be carefully considered} nsutlr
_tions with limited budgets will obviously look Airst ™3t the
r mexpenswe delivery systems such as pYint, audio cassettes, or even '
a faculty member meeting with a group. Howdver, they, sﬁould keep .
‘in mind that the eventyal cost to the leamer j s also 1mportant
Careful pla.nmng and cooperative arrangements with other i institu- = <
tions and agenc1es can make the seemmgly lﬁ\c-cxp)mswe media )
- "!?ahzah]e\’lr’ehr:.s is, particularly true if one considers the vastly in-
’ creased tial student enrollment expectecf with a“television
* presentatlon as compared.- so,‘say, one 'filgxlty member lecturing y
in acommumty center. L
'Ease of Administration. An ins £t1 should l'ook carefullx/«
/afﬁts ability to administer various deli systems. A community-
o based operation dependent primarily on securing classtoom loca-‘ |
tions throughout the community may have tq arrange for registra- L
_ tion at each site and would have to disseminate stude; aterials
~ at each site. ‘A system based on individualized maten mass '
) media may be able to administer the entire program thﬁough one
" centralized location. - . «“ ’
o .\ . g




summary

. -

i Various delivery systems involve different levels of complex-
ity once the instructional program is under way. The simplest
system &obably,mvolves a faculty member lecturing in a commun-
ity center.-A multlmedla delivery system with individual students.
participating on, a self-paced, time-free basis requlres an elaborate
administrative mc’tha.msm to enroll.students on a continuous basis .
and to move them ‘effectively through a course at varying rates. An
institution should evaluate its ability to mount and finance the
administration of various delivery systems being considered.
. As each’ instructional program is developed, the variables
existing at that particular place and time must be carefully weighed.
One effective way to do this is to develop a matrix that lists the
possxble (}ellvery systems on one dimension and student and insti-
tutional “féfuirements on the other. By filling in the matrix, one
can detgg'mme the delivery systems which fulfill the greatest num-
ber of nﬁqulrements for that particular comimunity-based instruc-
tional pmgram
In this discussion we looked at many of the delivery systems
. available to community-based institutions and considered some of
the more important variables that should be considered in select-
ing delivery systems. No one system will be appropriate for every
~*community-based institution.,Nor will any one delivery system
satisfy the requirements of every instructional program within a
given institution. To make the best decisions, one-must have a
thorough knowledge of the community to be served and must
“understand and consider the .unique needs and interests of the
commumty s students. -

Hyman H. Field is-director of the Extended
" Learning Institute at Northern Virginia
Community College, Annandale, Virginia.
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Brokering, involving advisement, advocacy,
iriformation, and referral to other agencies, cannot
* , meetall the student service needs of
nontraditional students but offers a model
for redching and helping them.

\
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- brokering: ‘providihg student .

¢

| \_., ~ services ih open systems -
- . stevemills ‘

:

The 1970s have become the decade of the “new” learner in higher

. education. Adults, housewives, prpfessionals, blue collar workers,

those with less than a high school education, and post-Ph.D. leamers

are examples of the new students. Programs to attract these stu-

dents are plentiful. Institutions utilize off-campus centers, contract

systems, media- and computer-assisted study, and many other types

of learning options designed to make education more accessible. .
New departments and divisions—indeed, entirely new colleges—
. davéFarisen to administer these open systems of instruction.Reach-
- ing, recruiting, and retaining the new, nontraditional leamers re-
q}‘gre more than provision. of instructional technologies, systems,
and faculties, however. Institutional student service policies and
practices must also be redefined to meet tiie needs of the non-

traditional student. . -

Student services is a generic term covering a wide range of
institutional roles. Student services affect students from advisement
prior to applying for admission through’graduation. Such services
can be as intimate as personal counseling or as bureaucratic as

. )
. o
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registering via computerized cards. These services are often the ini-
tial sources of contact between the student and the institution. For
the nontraditional student, who may be unfamiliar with or openly
hostile toward institutional bureaucracies, the character and style of
student services are particiilarly crucial.' Unfortunately, institutions

of higher education have been slow to respond to the student °

services needs of new learners. The flexibility, creatmty, and vigor

that charactenze instructional programs have not permeated the

student sérvices area.

A critical need exists for student services systems that recog-
nize the differences between nontraditional students and .the
typical 18-to-22-year-old, full- time, on-campus student. For ex-
ample, there is no provision for ‘specialized student services for
adult students in most institutions. The 1972 institutional survey
by the Commission on Nontraditional Study reported that separate
counseling and advisement services for adults exist in less than
10 percent of the surveyed institututions (Cross and Valley, 1974,
p- 58). Specialized assistance to these students is vital not only
because there are now somany of them but also because their
needs are unique.

Donna Krings, writing in Adult Leadersth (1976), synthe-
sized several concerns that nontradmonal student services must
address: . - . '

- .

(1) Services must be available and specifically directed to non-
traditional learners.

(2) The service structure must have resources to deal effectively
with personal considerations such as Jack of confidence, lack
of educational background and study skills, and unrealistic ex-
pectations.

(3) The system must provide support and onentatlon as well as
information.

One structure that appears to accomodate the above criteria
and the needs of these students very well is educational brokering.
Brokering is a system of providing advisement, information, re-
ferral, and advocacy—Through brokering, student services can be
adapted for nontrédditional learners. Metaphorically it can be des-
cribed as a switchboard or chain. It is the process of assisting
people in their attempts to define their educational and career
goals and then ‘“connecting” them with the necessary resources
to accomplish their goals. In practice, brokering is larger than any
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single institution and involves the entire Eommunity .as a source/
resource for the solution of problems. In fact, brokering agents
are often mdependent of &ny single institutional control. Many
brokering centers are, commumty -based agencies that provide ser-’
vices without any institutional preference or prejudice. Even when
based at an institution, they rely on strong community idehtifi-
cation to enable them to reach and serve potential learners.

+ Community identity and-location pemgmit a direct contact
- with those people who might othervvlse have no association with
educational programs or institutions. To reinforce the community-
based approach, most brokering centets employ paraprofessional
staff who are recruited from, know, and understand the community.
Much of the actual interaction-with participants "takes place on the
participants’ homé turf—in their homes, places of work, and so 6n.
. Brokering takes student services to the student. Since nontradi-
tional students do not reside on a campus and may feel uncomfor-
table even going to a school, community brokenpg tenters may
provide an alternative. ~ )
S Communtty- -based centers provxde more than accessibility
' to students, however. Such centers are a means to utilize the human
resources of a community. Any person, agency, or institution in a
community ~can become part of the brokering networks Brokering .
relies on agents such as employment and manpower services, mental ' ‘
health centers, trade schools, government employees, and academic ‘
\
|
\
|

personnel. Brokering centers assemble resource materials on regional
and national levels as well, but the, principal resources are those
already present within a comniunity, The brokering center system is
dynamic, not static. Its resource base expands as needed. ) .
Brokering centers are compléte student service centers. They
_have resources to assist, all students but are designed specifically for
nontraditional learners. The four basic components of service are:
(1) Assistance in Establishing Goals. Decisions to return td school
or change careers are signiﬁcant life events. Brokering centers help
learners establish goals and inventory, experignces and skills. Partici-
pants can systemancally evaluate their lives and life direction and
create goals. .
(2) Informatzon Sources/the Referral System The resource system
] is referenced in terms of human contact in addition to programs or
agencies. This permits a direct link to people. Many learne¥s utilize
only the informational and referral part of brokering services. Once
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their mformatlonal needs are met, they are able to pursue“‘the
_sources on their own. L
(8) Problem Solving and Decision Making. The constraints facing
nontraditional learners are frequently more critical than those that
» face thé traditional student. Retuming to school or remaining in
school is not just an involved personal matter; it also includes such
factors as famtly considerationgy financial dilemmas, and the like.
The decision is difficult and complex. As with goal defihition, the
brokéring service provides informationi and assistance. The counsel-
"ing aspect of brokering is not intended to make decisions for
people but to support and strengthen their decision-making capa- -
bilities. Brokering is not a’crisis center. If it becomes apparent
.durmg the process that psychologlcal a551stance is required, the per-
son is referred to a specxahst.
(4) Advocacy and Support. At all levels, brokering is a support
system—support on the personal level for goal setting and decision
making; support to work through bureaucracies, application forms,
/ or any other institutional barriers. Advocacy and support could
"mean actually transporting parncxpants to a meetings it could be -
walking them through college registration procedures; 1t,may m~
volve following.up to see what has happened to them:

The organizational stucture of brokering centers varies. The
National Center for Educational Brokering in Syracuse, New York,
is a national center that’ coordinates and provides information on
brokering. It is a broker’s broker! TRe National Center produces a
monthly newsletter (The Bulletin) and annual directory, has abook
available on brokermg, and has established a consulting network to

. provide assistance to other brokering centers.

It is important tomote that the majority of brokering centers
have developed outside institutions of hlgher education. Indepen-
dent brokers provide the necessary services for students but do so
without a particular institutional framework. The Regional Learn-
ing Service of Central New York (RLS) is a good example. The leS
covers a five-county area that includes twenty-two institutions.
The RL$ actually serves as an adult student personnel service far
all, It provides information on admlsswn financial ‘aid, programs,
and requirements. Through referral it establishes contacts best
suited to serve the learner’s need. A similar statewide organization
is the Regional Educational Opportumty Center in Massachusetts.

Independence - from one ‘particular mst1tut10n provides

<
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desirable autonomy and flexibility. There are no disputes over role
.and mission. \Ingependent brokers are clearly service oriented.
Manyfbrdkers)vvere established by groups Yeeking assistance not
being provided by educational institutions. For instance, women’s
centers have been a dominant source of brokering centers. Library
systems have incorporated brokering activities. The federally
assisted program of Educational Opportunity Centers.is a means of
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reaching minorities, the poor, and the undereducated. The impetus -

for creating independent centers has been the need for information
within_a community. Institutions of higher education are just be-
ginning to respond to these needs. '

" Brokéring systems residing within institutional structures.
face constraints not encountered by independent brokers. Colleges
and universities are seeking enrolments and tend to view any

' counseling or information- network’ as a fecruitment agent. It is
~critjcal for college-based brokers to avoid the pitfalls of being an
agent for the home institution. Many of the successful institutional,
brokers have off-campus centers or relate brokering_ to a community-
based service to help break institutidnal bonds; othgrs make the
brokering arm of the institution an almost separate; distinct ‘agent

. with an identity apart from the college or university, In any struc-

ture, however, the role of the broker must be well articulated and
understood if it is to be successful in overcoming the pressure to
recruit students. . ‘ .

The University of Wisconsin Extension has produced the
most extensive brokering system in higher education. Through its.
Community-Based. Educational Counseling for Adults (CBECA),.
UW Extension has created a statewide structure for reaching adult

- ™ leamness. CBECA utilizes local citizens,' trained and employed as

part-time counselors. To avoid singular attachment,to the univer-

sity, CBECA carefully instructs counselors to focus only “on the
eds of clients witHout preconceived notions of the involvement of

ﬁy particular institutions” (Yhompson and Jensen, 1975, p.4).

' Community colleges have bee particularly adept at creating

new instructional options for adult leamners. Entirely new divisions

or colleges have been created in some community Colleges for new

. . leamers. In these institutions, student services and instructional
. services are combined specifically to serve nontraditional learners.

In the Cosymunity College of Vermont and in Pioneer Community
College (Kansas City), for example, students have irfr:ct_ional

»
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programs specifically designed to meet their individual stated edu-
catlonal and career goals.

These institutions combine goal setting, assessment, and the
instructional process into a total student service. When an educa-
tional institution develops these student services, another element,
academic credit for life experience, can be included. Brokering
services can document appropriate life experience’and equate it to
course work or credit hours. Only academic institutions, however,

-can grant the credit. When the brokering seryice is part of the aca--

demic™structure, both documentation and the gward of credit can

' be accomplished. Referral remains a necessary furiction, however.’

The educational institution, particularly a community college, may
not-have a full range of programs available to fulfill students’ goals.
Refesral to ‘four-year institutions, other training, or other agencies

gontinues as an important function in the community. college |

brokering system. ,

The advocacy and support components provide especially
important assistance to those unfamiliar with or threatened by

educational institutions. The Okanggan Coupnty Education Services .

(OCES) of Wenatchee Valley College (Washingtion) is a community
college brokering service that works to ease the transition from
reservation life to college life for Native Americans. Support ex-
tends from helping with admissions forms to the actual transporta-
tion of students to campuses for on-site visitafions prior to ad-
mission. OCES staff work to ensure that”potential students fully
realize all the consequences of what going to school means.
Brokering, with all its different structures, formats, and
" sérvices, is designed to be as simple and understandable .3s possible.
The brokering approach seeks to avoid the connotation of counsel-
ing as a one-way process in which the expert counselor hands out
answers to the client. Assistance in self-definition and self-direction
is the goal. Formal diagnostic testing may be replaced by analysis of
a life autobiography. Role playing and simulation exercises may

" be part of the decision-making process. Counselors may be residents,

who are recruited for interpersonal skills instead of for a profes-

“sional counseling background. Reaching out to people may take

the form of flyers or notites on bulletin boards, A brokering center
is likely to be located in a recognized commumty center. The style
of these services is informal and natural. - ?
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.. The format of,a brokering resource system is easily assembled
and used. Instead of a detailed inventory that requires computer
“assistance in ordersto be up to date and‘organized, a looseleaf
notebook with entrigs added as needed- might be one resource
- compilation. Once base information on jobs, educational sources,
and the community have been assembled, much of the resource
information will have to be researched as the need arises. Staff
development and training-are essential. Fortunately, existing pro-
grams and the National Center have resources to assist in this effort.

Funding sources are available for brokering centers. The most

_obvious source is the user. Participants can be eharged a fee to help
fund part of the operation, but there are other sources. Federal
monies are available. The Educational Opportunity Centers, Title I,
Title III, Title IV, CETA, and the Fund for Improvement ‘of Post-
secoggary Education are all excellent examples of federal monies
that are emplogged for brokering activities. Community sources,
state employment services, even welfare departments, are all poten-
tial sources. Identification of the service as one that exténds beyond
‘a single institution may provide many possibilities for consortium
or cooperative arrangements.

Brokering is not the total salution to student services sys-
tems. It does not solve the problems of complex registration pro-
cedures, discrimination against part-time students in financial aid
disbursement, and other student personnel problems. It does,
however, create a system and structure that reaches nontraditional
students. In both style and substance, it-is the student services
correlate to open.systems learning. - g

. A ' ,
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Performance -oriented learning, an mtegral part
_of cormmunity-based educatzon, has szgmﬁcance
for students in traditional colleges as well.

e

H

. performance-oriented

learning; how to do it
‘ervin | harlacher
robert e. hencey
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There once was a well-meaning person who, passing an gpartment.

building late in the evening, saw a man leaning precariously against
% the front step railing. The leaning man was tinder medication for
ﬁ severe stomach disorder and was experiencing mild vertigo and

dlfflculty with speech. The Good Samarxtan mistook the condmon

for one of mebrlatlon

—

“Are you under the weather?”” he asked. ’
“Uh-huh,”” was the brief reply.

“Do you live here?”
“Uh-huh.”

“Can ] help you upstairs?”
“Uh- huh ”

L3

With dlfficulty the wilted {jgure was hauled up the fro:)t
stdirs apd then to thé second floor wheré the first apartments
began. ‘

- “Do.ybu live on th;s floor?” o

“Uh- huh ” ) .

o New Directions for Commumty College:, 21, Spring 19 78. "
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" upstairs and throw me down the elevator shaft!” - .

"To avoid the possibility of an 1r%te¢w1fe who might aim her
anger at one she perceived to be a comrade in misbehavioy, the '
Good Samaritan opengd the nearest door at hand~and nudged the
drooping figure through it. As the helpful soul returned to the
street, thé shape of another figure was seen, obviously in warse
condltlon than the firsty leaning msecurely against the fron)t railing.

‘“‘Are you undexthe weather, too?” o

“Uh-huh.” N o ) .
“Do you live here, too?” ]
“Uh-huh.” toe !

“Can I help you {ipstairs?® -

“Uh huh ” . J ]

-Again, the long halth-wes made to the second floor where
_"this man indicated he also lived. The same-door was opened and He
was pushed in. ,

On reaching the street, our well-intentioned helper saw the
“form of yet a third man who appeared ta be in worse shape than
the other two. Suddenly, the object of solicitude jerked upnght and
lurched into the arms of a passing police officer.

“For mercy, officer,” he cried in despair, protect me-* from
that character over there! He’s done nothing all evening but drag me

. In many wvays, this parable is indicatjve of the shortcomings
painfully evident in much’ of today’s dialogue about community-
based and performance-oriented education. Dedicated, well-inten-
tioned professional educators are facing new demands from, new
students, but in all too many. examples are still attempting to meet
these demands in traditional, shopWom ways. The net effect is to
“haul the students from one level of education to the next, push
them through the door and walk away with unwarranted self-
satisfaction at having satisfied the st’uc_{"ents needs. That simply is
not the ‘answer. It is oftgg even.injuriou’ . ©

In contrast, a ceimunity<based and performance-onented
approach msrsﬁnhat teachers cause ¢ stheir stuflents to learn, but the
process, mvolvmg specvﬁc routes by'gwhm the leaming can-be
aceomplished” and nﬂasur&d, is constﬁr/ct dto ensure thatYthe
efforts are~not counterproductive. It also dernands that students-
Be able to use their acquired leﬁmmg’s pro%tably in after school
life.
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It is appropnate then, that the community college should
pioneer in implementing this concept. In essence, the community
college has always been a pioneer, having developed originally as a
logical extension of the free public high school. But the current
emphasts on performange-oriented learning as an integral part of
community-based education has significance for students in all
" colleges, both traditional and nontraditional. Though the commu-
nity colleges may have taken the lead in this respect, all institutions
of leaming would be well advxsed to give serious consideration to
lmPlementanon of community-based, performance- -oriented ap
proaches for satisfying the needs of their students.

In pragmatic terms, the community-based college must de-
liver the kinds of education community members want and need,
not what pedagogues_ thjnk is good for them. And the delivery
must be made where the leamers are, not where conventional
college organization dictates they should be. It must be guided by
open community participation in defining comprehengive learning
needs, suggesting solutionsy-and facilitating delivery. It cannot and
should not be dictated only by the decisions of professional educa-
“ters and governing boards.

‘A good example of a community-based course or program is
the training seminar for volunteers who work with handicapped
persons that was deVelope,ql in the 1960s by the Foothill Com-
munity College, District in "California. It began with a/telephone
call from the principal of ‘an agency that served har;ilcapped per-
sons; the person seeking help in providing services for the
agency’s identified . chentele A consumer-oriented advisory com-
mittee, including representatlves from similar agencies, was formed
to establish specific needs identify required competencies, and
design a training program for volunteers. The course was organized,
packaged and taught in a manner that would best meet the agenc1es
needs. It was sold out before it was ever offered and was repeated
many times. ° .'

At the same tlmq, and also in pragmatic t€rms, aperformance-
. oriented empbhasis is ory’performance rather than grades and degrees.
The-concept that accyimulation of credits is more important tbaf
compcntency performance by the students is duly rejected. It is
well known that indjviduals learn at different rates and have dif-
ferent learning stylzé. This mandates- the provision in ofir educa-
tional system of th¢ availability of altemate ways the learner.can




o~ .
achieve specified objectives. In community-based education (CBE),
acquired competencies,are desigiged to fit the needs of the learner
rather than the expectations oﬁre teacher. This in turn makes it -
possible to measure the achievement of a competency in the
student’s own-terms (wlthout reference to the teacher’s evaluation
of it). When;the yardstick of value is applied, we should encounter
the English student who can construct a logical and mechamcally
correct paragraph and the aviation technician who can truly repair
an airplane. The combination of community-based and performance-
oriented makes for a formidable alliance to answer today s stu-

ent needs. ' -
It also must be acknowledged th/at “performance” inchudes
- an ability to distinguish among values, to recognize inequities in
our society, and to suggest remedies. That is surely as important
as detonstrated competencies in a career program if we are to
accept the idea that a participatory democracy requires an in-
formed and educated citizenry in which the people possess the
ultimate power. ‘ ’ - o
Community-based education, like Abe Lincoln’s conception
of America’s democratic government, is a process of the people, for *
the people, and (in some instances) by the people. The genius .
of America during the two hundred years of its existence has been
its mdependenc\ and its capacity fo assimilate other cultures and
velop characteristics dlstrnctly American. Re-
an survive only where ignorance prevails, it
is clearly a requirem f democracyto permit each individual to
be educated to the level of that person’s highest potential, “If a
nation expects to be ignorant and free,” Jefferson reminded us in
1816, *.". . it expects what never was and never will be.” - B
Education for participation—let alone leadership—int a--
democracy requires more than the kind of schooling we have
known ifi. thé past. It requires a unique commumty’”éducatronal
system dedicated to thef{:ontmuous renewal of the comman people
and their commuhities. It requlres that we provide for the people
of our.communities a unique, issue-oriented kind of corfmunity
general education which makes it possible for the commop people
to broaden their interests and insights. Beyond countless local
issues, some challenges confronting our society include: .the effect
of a new war in the Middle East, the development of solar energy to
supplement earth-bound sources of power, the obtaining-of new

-
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foods from our seas, the achievement of ultimate v1ctory over what
_ are now called incurable dlseasesLthe rebirth of Our cities, and the
" discovery of a livable balance between consummg our environment
and preserving it.

..-Henrik Ibsen observed.in 1882, in An Enemy of the People
(Act I), “A community is like a Shlp, everyone ought to be prepared
. to take the helm’> Ifjthis is true; then our first responsibility is to

» prepare every member to take the helm- This can be done only if

 we- recognize that community- -based educat)on is a cooperative
eifort on the part of the college and the community. We first have
to determme what the human and educatienal needs-are, how we
can best meet ,them, and who the potential clientele are. The use of

. consumer planmng committees in validating and designing courses
P is certainly one valid approach commumty needs surveys in cor

Yy

operation with community agencies is another;s yet another .i$

. analyses of demographic and; “political influences that characterize \/

a commumty Appropriate marketmg {echmques also can play a
valuable rolé i in this area by bringing to the targeted audiences an .

" awareness that a program which meets their needs is available.

But more is .required. We must _remove barriers to access,

develop new educational delivery systems,”and, as emphasized -

earlier, design umque, community-based, performance-oriented
education. The peepteTrced.tp have a elearer understandmg of the
“world they inhabit and the conditions of life that exist in their
environment. That understandmg will équip them to a determina-
tion and direction to change the conditions they perceive to be bad.
"Here, as in perhaps no other area of community-life, does perfoxj-
mance-orientation assume a funddmental role. Problems are com-
mumty based. Though governments have poured’untold billions -
.into solving of community probleriis, the outlook on life of the’
people who make up the commumty and, largely, its problems)
has' seldom been altered significantly of positively. Clearly, money
is not the answer. Segments of the community continue to isolate
themselves ‘from other segmenits, with the result being a fragmented
society ‘with little community tonscience. < -

' Fortunately, a -number of institutions such as Northemn
Vlrglma Commumty College, Florida Juniar College at Jackson.vrlle,
Brookdale Commumty in New Jersey, Coastline Commumty Col-
lege in Callfomla, Wayne County- Community College in Detroit,
the Los Angeles Commumty College DlStI’lCt in Cahfomra, and the

’
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Metro_pohtan Community College District in Kansas Clt.y, Missouri

LR

. of the foir Metropolitan Community Colleges of Kansas City,
@ °, Missouri. Pioneer has capitalized on a recently completed assess- .
- " ment study that led" to the 1dent1ﬁcatxon of ‘grolips of nontradi- .,
tlonal clientele, who were not bemg adeqhately served by the ex-
“isting conventional colleges in the Metropoh@n system. The ‘study
pointed the way for development Qf sprograms and semces .appro-
priateto therelief of.thése deficiencies.
A 'typital example. of an-atypical program is the reeducation -
centér established by Pioneer, Commumty College in coopel;atron
" with .St. George’s Halfway House in-Kansas City. St. George's is
_ one of only twa, alternative facilities in Missouri for. femée offenders
' where education’ and ‘feintegratien into society rather ‘thén incar- -
I - ceratmn is the goal. Through Pioneer the women have access to«
v ,d’ounselors, aids, and materials to prepare them for the GED test or
* . for upgradmg or- develop toductive skills. is ng‘i.“uccessfu'l
.. effort and is-helping to rgn€w and redirect wlves of many women
) .- into productrve roles in today‘sdociety. |
g : In another illustration, a personal deve10pment program co-
- - ordinated out of Pioneer’s Career Development Center utilizes a*
. coanmatron of cognitive and expeflennal learning to meet speci-
. fic needs of small groups of federal employees at- d‘ﬂfenng job
» . levels. Thé objectives of the program m/c‘lude'mcreasmg the léamers’
. self-awareness and understanding of the world around them, 1m~
proving their problem-solving’ abilities, thelr communication capa-
\ bxlltles, d their knowledge 6f managefnent techniques; and pre-
N ) m to do life ahd career planning. The enthusiasm fg¥ the
elg;ht two-credithour” modules is exemplified by a willingness of;
. «the employees to attend Saturday classes from 7 AM. to 6 M.
’.The facul Y has been motivated by the program’s succ s and
1s reques ntinuing: ass1gnm nts in this teaching areg, -

4

Many more exgmples of nontraditional clientele being served -
C- by Pioneer can be, cited, such as: 250 senior citizens meeting daily -
o * at seven community sites for programs in financial management and
s mdependent lwmg, 30 commumty and agency’representatives con-
vemng for several Weeksgn a course related to community organiz~
ing; 600 educationally gn advantage<l young adults attending pro--

L grams in developmental stlldles, h\r‘mdreds of emplques in byMness
NS jrig .‘ - -
N =
~ . ] L3 - .
\‘l Y ‘ v [

] . «are responding to commumty needs. - '
v A specific case in point is Pioneer Commumty College, one « -
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orgamzatlons, govemmental agenaes, and social services agencies
participating in on-site courses in office procedures, time manage-

capped, the under- and unemployed, those with access problems,.
the motxvanonally disadvantaged, and those with special needs,

.such as people whose jobs/are beginning to require new or updated

skills. Thosespeople are the clientele. They number i in the hundreds
of thousahds. . g
, Since these groups also are ordinarily the most difficult to

reach, special effort was made by Pioneer to plan an administrative
structure that would encourage their recruitment and orientation.

* And to accommodate these “different” kinds of learners, the

college 1ibes varied teaching tools, sugh as felevision, cassettes, and
learning machines.: Pioneer’s - “campus” is 400 squdre miles of

" storefronts, factories, offlces homes, and apartments and includes

five branches of the cxty s library systerfi. Pioneer has no brick-

.and-mortar campus, no set curriculum, and only a few full-time

teachers. Its philesophy places the individual and his educational

. needs and goa]s ahead of rigidly defined curriculum, recognizing

that more is required than outreach to constitute community-
based and performance-oriented education.

But what are the specific requirements for developing perfor-
mance-oriented modules? Stuart and thajohnson (1970), while at
the National Laboratory for Higher Education in North Carolina,
specified seven steps to ‘be followed in the performance-oriented
approach; Daniel J. Dobhert (1975, pp. 5-6) suggests five stgps
The_approach gutlined here differs only in degree of detail from
the Johnson and Dobbert methods, But not in the fupdamentals;

" meént, business skills, first aid, and safety and human relations. The ‘
. clientele includes the elderly, underchallenged women, the handi-

VL
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(1) The instructor \assesses the domain of the course, answering -
the question: “What will this course cover?” A brief, written

- rationale is preparéd

(2) In accordance with identified competencies, the course is

. divided into modules or units of knowledge to be mastered pro-

gressively, one by.one.

(3) For each module, the concept identified for learning is stated
as a general competency objective. Each competency objective and
the more specific performance objectives {see fimber4) are written
in this form: The student will (perform, explain, apply, and so on)
the cencepts. The objective must describe the student actigr;. ré-
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-
quired, the conditions under which, the action will be performed,
and the-minimum performance level required. -
(4) After the competency objective for themodule is identified,
. more specific minimal performance objectives are written to bridge
the gap between what the student knew at entry level and the
~ €ompetency objective. ' : .
(5) Appropriate learning aids (média texts, handouts, and so on) are
identified for use by the student in learning the concepgs; the stu-
dent’s most effettive learning mode and, strategies are identified.
(6) Objective assessment procedures for evaluating the student’s
Q{)erformance are written. Thesesserve as either a pretest or a post-
est. - . ‘ ’
K e results of the student’s efforts are recorded and distributed
to the sthdent. To the extent that the selected or developed mater-
ials are supportive of independent study, the student, armed with
_ the objectives, can be freed for self-paced learning. s

N

.

conclusion ° - e

°

The college that is‘community-ba\scd must know the needs of

its community and must- be. adaptable to increasingly new consti-

.tuencies by developing relationships with individuals and groups

throughout its service area. It gaust truly bgcome a working part
of the community it serves. & e

' '3

The collegg that is performance-oriented must emphasize
and foster an approach to education which deals with cognitive
and. behavioral objectives related to identified competencies at the

instructional levet% e . ,
< Only tWﬁliancé tan we-hope té accomplish !
3. and measure thesuccess of our institii tional goals for an informed, *
edugated and capable citizenry. The alternative is to open the

nearest door and ‘prépel the student through it, hoping all the
while thg#it is not an elevator sgaft. .

- -
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The commumty col)ege that develop; support
-in its community for community- -based
programs can benefz& educationally as well’

as fgzzanctally from these ties.

4

funding cornmunity-based

education: wHo pays? -
gary d holhngsworth

. e

AN
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Other writers in this volume have demonstrated the value to both
- the .community and the college of becoming community-based. If
one accepts. the desirability of developing community-based pro-
gramming, one is led immediately to raise the: followmg basit .
questions concerning the funding of such efforts '
(1) What resources should support community-based education?
(2) What resources actually are available to suppert community-
based educatxon" ¥ P
(3) How can these resources be tapped?
(4) How can new resources be developed?
This discussion will address these questions, suggest specnf"c
steps that can help develop the financial fesources necessary to
initiate community-based programs, and suggest stratégies by ‘which
the development function itself can become more community-based.

¢

what resources should support community-based education?
L S N o
+ ' The alternative funding sources for community-based educa-
tion, as for all other educational endeavors, can be grouped into
three basic categories:
»

Q New Directions fo; Commbnity Calleges, 21, Spring 1978.
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(1) The user pays.
(2) Society pays.
(3) Both the user and society contribute.
. As Zoglin (1977 pp. 6-7) pomts out, “The trick is to deter-
mine who benefits and then to assign the costs appropnately
The Carnegie Commission report on Higher Educatzon Who Pays?

. Who Benefits? Who ShouW Pay? discusses this topic at length. The
authors- find that for higher education i general there- are some

" clear-cut developmental benefits for thé individual participants,
and there are also us, if harder to measure, benefits for society
as a whole. Amohg the latter are advances in knowledge; increases
in general productivity, mdependent of in¢reases m capital and
labor; growth of social cohesiveness and openness to change; and
what they call nelghborhood effects,’ the creatlon of an agreeahf
world in whichgo live.” |

The issue of funding is further complicated in many com-

mumty-based programs by the very nature of the user of services.
Many clients. of community-based programs are economically | dis-
advantaged and cannot afford to pay for the Services rendered. In
fact, their economic status may be the very reason they are being. .’
served. Ability to pay, then, becomes an element in our con51dera-
tion of where gesponmblhty for ﬁnancmg commumty -Based pro-
grans.ought to lie. g L 2

Clearly a system whereby society and the USer share in the .
costs of the services in proportion to the relative value of benefits
to the indigidual and soc1ety wquld represent the optimum’ condi-.
tion. However, there aré major barriers that often prevent.society
from valuing the benefits of contmunity-based programming; These
barriers are”not, difficult to understand if one looks at the develop-
“ment of the cgmmunity college movement. Even today many
governing bodies,-college chief executives, and commumnes hold
to the tradltlogal “courses for credit, credit for egree view of
postsegondary educatwn "Even most community colleges, desxgned
as’ ‘‘institutions for the people,”’ until recently, have seen’ them-
selves as basically junior colleges with little resppnsxbﬂxty beyond

- prov1dm%university transfer credit programming.
lattscheck (1977, pp. 3-4) glaborates furthet:

B )

* . Before ,,comr.nunity-bésed educational progr/ams, in_
all their aspects, can be deemed worthy of public support,

P
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those wﬁo govern and fund higher education will havé .to
overcome a narrow view of the-mission of postsecondary,
" education which has been , . ,
(1) Elitist, in the sense’that it has been more acceptable to .
spend public funds on the student who can achieve the most
(2) Aimed primarily at the young under the assumption
that education should be preparation for life rather than a
process carried on throughout life .. | . T
(3) Oriented toward an education which leads tq a degree
or to preparation-for work ignoring the /values inherent in
education for self-improvement, enrichment, and recreation
The obvious dnswer to the first question raised is that the
. institution (thraugh tax revenues) and the user stiould share the -
costs of community-based progsamming.-But who actually pays?

v

what resources actually support community-based education?

Most community colleges receive revenue, from their regular
financing systems for credit courses. Many colleggs receive funding
for those noncredit activities that are éarly vocational in nature."
However, very few community college systems fund community-
based programs that are not in the form of classes. Noncredit acti-
vities related to enrichment or recreation are almost never funded.
It is, however, possible with adequate commitment ta develop fund-
ing mechianisms that are not publicly siipported. This can be illus-
trated by examining various colleges within a single system. Some
institutions may use the lack of public funding as a feason for not

_becoming more communitysbased, whereas other institutions within-
that same system are deeply involved in commuynity rénewal and
development activities. - N )

%

One way many colleges are supporting communjty-based
programs without the aid of local funding is through the utiliza-
tion of federal dollars. Title I'of the Higher Education Act of 1965
provides for grants to institutions of higher education for the pur-
pose of encouraging colleges and universities to assist in the solution
of community problems. These fundsar¢ distributed from and
administered at the state level. Some discretionary funds are also
available directly from Washington to finance projects ef national
merit. A number of other federal agencies provide potential sources
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of grant income for certain community-based prOJectjlh‘Lkudmg
the following: '

(1) The"American Association of Community and jumor Colleges.
The AACJC rgpresents ‘over one thousand two-year msntutlo&
invalved in postsecondary education. Activities of AACJ€ inclu

a wide variety of .services to members, and’ AACJC has been able
to fund special projects arganized to advance vagous community-
based programs such as the Courses by Newspaper Commumty
Forums program the Occupational Safety and Health trammg
and consultation programs.

(2) National Endowment .for the Humanities. The NEH is an
independent federal agency whose purpose is to serve all lefels
and areds of humanistic study. It was authorized by Congress in
response to a growing awaréness among educators, legislators, and

_the géneral public that the humanities and the arts needed sustained

and widespread federal support.

> (8) National Endowment for the Arts. The’goals of the'NEA are

to encourage the broad dissemination of the arts, to strengthen

cultural. institutions, to preserve cultural heritage, and to encourage

creativity. These goals are achieved through grants to mdwnduals

and nonprofit orgamzatlons for projects:

(4) Comprehensive Employment and Training Act. The CETA of |
1973, as amended, provides funds-through special revenue-sharing
programs to state and local jgxisdictions fovthe purposé of estab-

hshmg employment and training programs. \ . }4.

a

In addition to thés€ agencies, Sharron (1974, p. 1) suggests
several funding altematives for financing community-based pro-
grams, including revenue-sharing funds; developing cooperative
arrangements with local, regional, and state agencies or govern-
ménts on 'community projects; and seeKing grants from state arts
and humanities endowments. He delineates thirty péssible ‘gund
ing sources for community-based programmmg -

- Most foundation and categorical federal aid programs are

: almed at provndmg partlcular services to a specific constituency

within a community, solving local problems, and/or testing model
programs. These programs relate very directly to the mission of
the community-based institution. It is possible through' coopera-
tive ties with other community groups and aggncies'to take advan-
tage of not only those federal and foundation programs directly

“
4
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related to education but those designed to fund overall community
* improvement, © ° =

At this point a word of caution is in order. Colleges should
2 not build their community-based programs solely on federal and
- foundation funding with the expectancy of continued support.
The availability of these funds varies greatly from year to year.
Such fupds are designed to provnde seed money to initiate pro-
grams only; the institution must expect to ultinrately become
fiscally responsible for the activities. Federal and foundation funds
can, however, help the college begin programs, permit it to demon-
- strate to the community and lay governing bodies the value of
community-based education, and provide time to seek alternative,
long-range funding for successful programs. *
) e ‘

how can these resources be tapped?
In his study of the variables’associated with the successful’

" solicitation of federal categorical aid funds among Florida com-
munity colleges, Young (1977, pp, 4-5) concludes that specific
conditions, factors, or variables exist which are associated with
success in securing such funds.He lists these factors as: :

. .
(l) High-funded institutions are significantly more dynamic

state, Iocal) and thus are more aware of, and respdpsive to,
feedback or input than are low-funded institutions.

quate budget for staff, travel, communications, publlc&tions, .
! and staff development receive the greatest number of federal
‘dollars and have a consistently higher funding level than do ]
institutions with less than a full-time development officer *” - y
- 0; ‘an adequately financed federal relations/resource develop- .,
mént program. C . -
(3 Many college presndents, top admimstrative personnel , ‘
and federal relations/resource development personnel need
up-to-date information and sophistication pertaining to the
education opportunities and funding possnbil)ties of, federal
programs as well as assistance in initiating and/orstrengthen-

A
.
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. ) ing existing federal relations/resource development programs.

/? - (4) Chief executive officers and federal relations/resource
development personnel fend to- agreé in their perceptions
involving concepts and. theory, :/t§ough chief executive
, officers fend to vary in degree of commitment and admir-
istrative support to their federal relations/reSOuﬁ:e develop-
ment programs. The dafa also suggests thit they differ in
eir perceptions of the priority andfor importance of
specific variables in conducting a federal relations{resource
development program. . A
(5) The success of -an institution in securing external or
o —~ federal assistance is significantly related to the philosophical -
' ’ and administrative commitment of the chief executive * °
«  officer as well as the degree of administrative and financial
support necessary to implement activities or factors associ-
ated with a federal relations/resource development program
’ (office). - )
‘o . »(6) Institutions securing the higher level of federal fanding.
demonstrated more congruent adminjstrative and perceptual
relationships between chief executive officers and federal
. relations/rescurce development officery did low-funded
institutions. |,
(7) Those institutions that define clear and attainable ob-
jectives, and establish priorities and guidelines for perfor-
. makce, are more effective in guiding institutional resource
development than those institutions with ill-defined perfor-
mance objectives. . ' .

. .

In noting specific differences between high- and low-funded institu-
tions,«Yéung’s study further reveals that:

-
-

(1) The high-funded institutions invest more dollars in sup-

. porting the fedegal relations/resource development function
] than do low-fun@hstituﬁéns. . .

(2) Personnel of the high-funded institutions are more sophis-

ticated through travel, exposure, access to informaiton, and

agency contacts than are personnel of the low-funded, insti-

tutions. s o

(3) High-funded institutions have full-time resource develop-

ment officers with adequate supportive staff, while other

‘
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'instit‘t'xtions have individuals assigned part-Jne responsibili-
ties for federal relations/resource developmerit activities.
and -agency contacts are related to total
doflars received; the more contacts and work-relatéd travel,
greater the total dollars received. ¢ I\\;
~(5) High- -funded institutions maint higher and '
consistent Ievel of funding than do low-funded institutions.
(6) Institutions committed to adequate staffing, maintain- »
ing the greatest access to information” and agency <Tontacts,
and having flexible budgets for development actiVities re-
ceive more dollars from federal sources. ; - -

<

4 -

.

Young s study clearly 1nd1cated that the risk capital necessary

t6 esgablish a development office is capital wisely invested.

s\gp to now, we have discussed only - federa] and foundatlon -
funding' sources—sources that are generally external to‘the com-
munity. A major drawback Toxthese funds is their temporary
nature. As. mentioned, most of these funds are-designed to provide
financial assistance only to initiate programs; the burden of financ-
ing thecontinuation of ‘programs rests ultimately with the college.
Therefore methods of developing altemative commumty -based
rédources to continue thése efforts must be developed. )F.hlg con-

clusion leads us to the final question raised earlier, - . |
e '

’

Y how can new resources be developed? ~

" “If you don’t watch out, you’re going to wake up one’ day
and realize that you're running a private institution right inside
your community college’?” This statement, pointed out by Zoglm
(1977, p. 1), was gnade recently at a conference of commuity
service directors and illustrates a vital point. Community- -based
programs, except in rare occasions, are not adequately financed
by public tax dollars and users’ fees;-and, not unlike private col®
leges, public community colleges must deveIop methods of solicit-
ing money from. the private sector to.finance these programs
Furthermore, there is no’ question that fewer federal dollars are
gomg into categorical pregram support and, increasingly, more.[s'
going into direct student aid, as available to private institutions as

_public. ;The result may be a tumabout, with public community
‘colleges shifting their, traditional. resource development emphasis -

»
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/ from student aid to fundscer program and facility sup;;ort, and

y their traditional sources shifting from state and federal govem-

. /e ments to local institutions and individuals, the long-time domain of
/ the private msmutlon. .

N -+ This writer suggests that a creative commumty -based resource
development effort can develdp many resources within the com-
munity itself for financing programs and- services. Businesses,
orgamzatlons, governmegntal units, media, local foundatlons, and pso-
fess:onalﬁgroups all have an interest in promoting various types of
community-based programs, ds do various individuals. ~

a;]'nust

\ THe cogmunity-based college of the future can
cooperatg/with many types of organizations and agencies within
the comrunity, creating mutually beneficial relanonshlps wberem
the college and the organizations cooperate, to extend services to
particular ‘segments ‘of the community. This process requires that
the college have a comprehensive knowledge of ifs community’s
resources. Without "this understanding, institutions will not find it
possible to gain the support and funding necessary to continue
programs initiated b¥ traditional funding sources. v
A college interested in expanding its fund-raising capacity
into the area of private gift solicitatiorr and creating increased
financ:af support for both current operations and capifal growth
must develop strong support for its institutional goals by fostering
. greater understandmg and acceptance among the institution’s
many constituencies. Colleges today are finding that the kind of
ssupport they must havé to survive and advancI\ annot be achieved
through sporadic campaigns or through the efforts of the president
* ' or development officer alope. Rathet, what is demanded i is a sound,
proper}y organized, well-rounided development program vgth both
long- and short-range goals and the assistance of volunteer leader-
ship from the community. Such a development program will help
the college develop the intemal ‘organization, expertise, and volun-
* . teer leadership necessggy for the institution to meet its objectives
* «for comrunity-based gﬁcanon :

; Thegfollowing plannirg niodel x@uggested for the establish-
. ment,of a comprehensive program of private gxft solxcntatlon for the

support of community-based programs. B
-+ . (]) The analyfis, evaluation, and formulation of an ongoing pro-
gram for the college, including both fong-range @nd short-term goals

*

. Q for fundmg commumty baged programs . - - . ’ /
- ‘\~ ‘ -~ ) . ’ et 3 p
6. ]
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(2) The development of a sound orgamzatlonal structure with clear

job responsibilities” and accountability and reporting procedures_

so that the best talént and leadership available at the.institution—

from the faculty and staff as well as from its volunteer groups

such as trustees, alumnae, and the ldcal community—is organized

into the most effective development team possible

(3) The enlistment of effective participation from volunteers,

beginning with the goveming board, .m the college 5 ongomg> effort

in resource development

(4) The training of staff members in ' all aspects of mstltunonal.

- resource development . -

(5) The devclopment of specific fund- rmsmg programs for' each

" of the various community-based programs—senior citizems, parents,
minorky members, the_blind, women, and so on—to yigld the

neces‘:gilevel of fundmg for the continuation of each program

(6) The bnilding of an effective anfiual fund program among the

college’s community constituency groups X

(7) The planning for, formulating, and conducting of a ma_]or

effort to obtain capital funds and the formulation of endowments

~ gbecifically designed for community-based programs

(8) The establishment of a productive program of giving through

wills, bequests, and other forms of estate planning for the purpose

< of endowing specific community-based programs

(9) The establishment of a system of recording apd acknowledgmg

donations .

. (10) The formulatlon of various necessary. promotlonal materials

* (11) The training of college management personnel in methods
of donor identification and cultivation to assist development efforts
The arena of private gift solicitation is complicated by In-
ternal Revenue Service codes and a host of other federal and state
- regulations. Establishing both the proper entity such as a college
. foundation for receiving the funds and creating the proper legal
inStruments to carry out the functions of this entity can be com- -
plex. The agivice of an estate-planning attomney familiar with the
1 laws governing charitable giving and the services of a fund- raising
consultant are strongly recommended. Counsel can offer experi-
ericed guidance that will ‘enisure the creation of sound programs
and organization and will provide shortcuts to goals and objectives. -
Professional develogment courtsel can provide objective analysis of
the problems and potential of the institution, stimulation and en-’




couragement to ensure, follow-through and'Stfyiy'progress,, resource
matetials, and can assist in the recruitment’and training of staff
:members and volunteers.' e

N .
LN - - “

'

-

. A development consultant should work directly for the -
! " president of the college and the ‘ddministrator in charge of fund-
< ~raising. A consultant should also work.closely with other adminis-
trative officers and staff - members when their responsibilities touch

. the areé.‘__ of development, as well as with the chairman and members-

of the governing board and the volunteer l€adership representing
: "alumnae, pafents, the local community, firms, . foundations, and
_othef friends of the institution. . Sa

\ The function-of a furid-raising consultant should be to guide-

the dient co/ll(e\gf/i'n’ﬁu/ﬂding‘a sound and properly organized de- .

. velopmént pTogram, with its‘own well-trained-staff ragher than the

- consultant doing thé actual fund raising. It is yécommgnded that if
. "a consultant is hired o ‘help_initiate this* effort, the- arrangement
: be in the form of a contract which specifies the services. ‘be
_ rendered and the fee to be paid for those services. It is not isable
for an institutior®to hire 4 consultant op a coptingency-of-funding

or commission basis. These arrangements rirelyNwcrease the insti-<

* tution’s .capacity foengaging in future fund-raising activities and .

& may. create ,a negative community\reaétion rather than “’a soud-
basis for future giving.. ‘ o s
! » ! T " .
. ‘o \ [
. ) sl . g
conclusion 4 e e .

*

RS

( ecaude_the intent of this book is. to provide practical infor-

=" mation on-how t3 provide community-based programs, this dis-

cussion did not -deal with the questions of the degree to which °

states and lotal_districts. should provide more support for .other

than credit-type, attivities. An °excellent “case, however, can and

must be made for moTe extensive support of the Programs that

” reneWw and ‘evitalize our communities, since only as individuals

and comjigunities are strengthened and become. more effective il

our'state and nation be strengthened. Instead, the purpose of this

, . discussion is to talk about ways in which community colleges can

« *and must begin to provide community-based education without

much-needed state support”and to point out why . cooperative

- community funding is in itself important to the community-based
- ® 7 institution. . | - f ) '
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Community-based education programs must be initiated and

_demonstrated before they can be genefally understood and " their

. . rightful priority established Wwithin the arena of public support.

vateﬁal understanding and aeceptance of the community-based

' mission will require the ‘establishment of reliable funding“mé.cha-

_ nisms for community-based programs.»Although traditional federal

and foundation funding sources may be available to initiate such

programs,, community colleges must meove affirm&ively into the

area of community resource .development, including private gift

.. solicitation, if they are to acquire the revenues necessary, to estab-

lish the broad programs of community-based education described,

.. inthe preceding discussions. Effective community resource develop-

" ment can'be established only through a catefully planned program

involving commitment from®every level of the college, and it must

. be based on a well-developed acceptance of ‘the'college’s programs
" by its constituency groups.” © w. o

-0 The first and most impoftant step is for community colleges VAN

to realize that although community resource developnrent may b
a new role for commpnity colleges, it is not inappropriate. It may
have a'positive rather than a negative effect on thé community- -
based institution. It is not inappropriate, I submit, for community , '
*  organizations, agencies, and individualt to support programsdirected
toward local community.renewal. Mare importantly, the commun-
i'ty"coﬂege‘tha,t develops the-links between-college and community
required for jaint support ofprograms will have developed a fund-
-ing program which’ is itself. community-based, and the institution”
will, of necessity, have become closely merged with many elements
. of its cor:nmfmity. ) ‘ .

. \ - s

. / - . ‘
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The resources of the federal government must be

brought to bear on the problems of urban areas
more dzrectly than have miost projects, under
Title Tof the Higher Education.Act.

LIS N . “

B urban extenSIOn act: neede;c;

| ~ federal support
. ‘ , .o dale pagnell

In a recent speech New York Goverhor Hugh Carey said, “In the

seventies the new Okies, are the urban poor.’ ' The governor’s harsh

and startling remarks were aimed at drawing attention to and sym-

i pathy for the finangial crisis of New York City. However, they also

» serve to pinpoint urban America as ohe of.. the major problems of

today. The governor went on to say, “IN*the depression of the

thrmes, the conscrence of Amenca and the ¢fforts at recovery were,

focused on the farm poor, ‘on those hungry and bankrupt in-the

~ dultbowls, and heartlands of America.” In the seventres the new

. Okiesare the urban dislocated. -+ - -

during the past forty years‘in this country, with more than thrrty
million people moying from our rural areas to the' medium- and -

large-sized cities. This fantastic migration from a rural to an urban

life-style can be linked to our current social problems.- All the

experts have told us that the major problems of socrety—crlme,

‘- poverty, unapployment pollution, traffic, health,, and educa-

tion—are . aggravated whén large numbdts of people are forced

“to live in close proxrmrty Feehngs of fear and reseritment then

v lead to aliemation, dlfflculty in mtergr({up r%:latlons, ,aﬁvd'hostlhty

New Da{ectr s for Coqzmumty College:, 21, Spring 1978. coT 65
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toward all forms of government, including educational institutions.
The critical nature of this problem, then, is underscored by the
fact thaf three out of fous of our American citizens now live in,
metropolitan and immediate suburban.areas. These areas represent
less than 10 percent of our total land areas. At the present rate,
it is estimated that by the year 2000 two _thirds of our population
will live in twelve major urban centers of ukcountry. .

One is forced to- agree that the plight of the large- ‘and.
mediumssized “ailing cities” demands some new approaches and

. new discussion What is needed is an urban extension act that

would bring to bear the resources of the federal govemment—in
an eatlier time devoted to a rural society—to address the problems
of our American cities. City govemments could form alliances with
the community colleges and in_some instances the ‘four-year insti- -
tutions, as the counties did, with the land-grant colleges, to bring -
néw opportunities so deSperately needed to the people of our
cities.. Title I of the ngher ‘Education Act has provided a sub-
stantial amount of money for this purpose, but unfortunately
.most of the money has gone into the graduate schools of univer-
sities for reseaych. It is time to move froga research into action.

Today’s postindustriak society is very different (from -the
world. in which our parents grew up. In the world, more than-

' half the people in" America lived on farms, and the government

recogmzed the importance of that large segment of society with a
rural extensmn program aimed at serving a rural America. The day
of the old-fashioned farmer working-with hand tools ‘was rapldly
becgming a thing of the past. Our expandmg population called,
for large- scale farming operations carried on by mechanization. A
new kind of training was required bythese changes, and the govern-

"> mént responded with the Land-Grant Act, which provided for new

collgges offering agricultural and mechanical education in each:
, state. The priceless legacy of. this legislation lives on. Many land-,

grants four-year colleges and universities all over the United-States
.are-still teceiving federal subsidies from this legislation.” The Uni-
versity- of California and- the University of Illinois are two examples
1of outstanding universities that came info being in response to the
needs of the fabming communities and a largely rural society. N
Agother example of-the federal government’s reponse to the -
needs of rural Ame’nca is the Rural Extension Act or Smith-Lever
Act of 1914. ThlS leglslatlon provided for county agqnﬁ 1n every .




based on demonstrations|of what had been leamed in the collegés
and @ experimental stations. By 1918, county farm advisers were
‘employe more than 2,400 of the 3,000 agricultural counties

service these agents have performed for the American farmer.
Their purpose ‘was to “make two blades of grass grow where one,
grew before,” and through their work America had the highest
agricultural productivity the world has ever known. They also ex--
panded their influence inmto the rural home, bringing the latest
knowledge about the preservation of food and nutritional™nfor-
. _ mation. They began to work with you¢h and founded the 4-H pro-

gram to providezanother avenue for bringing the latest technology .

in farming to as many people as possible. These' services to the
citizens who lived in rural areas are still performéd today through
a-cooperative arrangemeat worked out bétween land-grant colleges

state to share with fa.rmers what could be done on their iand,:

67

of the United States, laying a groundwork for the decades of .

, and universities, county government, and ‘the federal government.

: As people have moved from the farms and rural areas and enlarged
. 1the populatlon of the cities, the rural® exten51on program has ene
gaeavored to "change also; but to’ most observers, this, program is
" not meeting the massive needs of the urban and city folk. °

. We an)v along with Mayor Edward Koch, Govemor Hugh

Carey,-Mayor Tom Bradley,, and all' the others, where the pro-
blems are today—in the large: and medium-sized cities. The Rural
Extension: Act has given us a good madel for developing an urban
gxten.non act to deal with the ‘problems of an urban America. Iy
is nme, or even past time, to- mobilize a greater share of America’s

resources for support of a hard- hxttmg cooperative effort between

the commumty calleges and our cities. v
‘In addition to the problems of alienation, crime, pollution,
and ‘poverty, the country recently has been deluged with news

&
‘B,

v

2
“1

reports about the functional illiteracy of many of our citizéns. We\

are told that one in five Americans lacks the knowledge to cope
successfully in a modern technological society. An US. Office "
. of Education study found that 20
ages of elghteen and sixty-five have %reat difficulty in the everyday
tasks of reading job notices, making change; addressing an envelope,
and determmmg which product is most ecc{gpmlcal or effective.

An example of an urban extension program is the project.
"developed by the San Diego. Commumity .College District in con-

i

¥ .

g‘ercen; of adults between the
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junction with the city of San Diego, thé county, and the federah

funded Model Cities program. In the heart of an economlcally
depressed: area of San Diego, this cooperative- effort has built an
Educationdl Cultural Complex that provides vocational training,
basic and academic education, career counseling, child develop-
ment programs, a community theater, a food seryice facility, and
“other *fictions, It is designed as an adult community center. The
city of Sari Diego has also built a branch of its public library gystem
on the grounds of the complex It is planned that the complex will
serve- as 3 “one-stop” adult center for meeting tffe needs of 'the
community and its citizens in a creative, mnogatlve way. The' city
of San Diego contributed’ $2.6 million out of Model Cities and

Rey¢nue Sharing funds to the cost of this unique pro_]ect San DngO .

Colinty “contributed $467,000; the federal government put in a
direct $50,000.for planning as well as the land contribution. The
Community College District contributed about $3.5 million.

It is unusual for city and county govemments to believe so
much in adult education that they are willing to contribute money

. which could have been diverted to the other pressures' on local

government. The Educational Cultural Complex is a prototype of a
.. facility and program that can begin to meet the needs of an urban

America. The San Diego Cormnumty Colleges have chosen to invest

in this hard-pressed section’ of the city instead of running to the

suburbs, as has been the case in far too many college settings. 4
The Educational Cultural Complex notion is an exﬁlent

example of the joint government effort that one can envision for

the cities of America. Here is a facility where governments got

together—city government, county governmént, the' community

colleges, federal govemment, and the citizens of the community—
and said, “Let’s make it work.” This community has a chance to
prove something to America, to show that governments can wPrk
together to accomplish a ne& kind of cooperative venture which
will serve peoplewhere they are and meet ‘them at the point of their
urban, rather than ‘rural, needs. ‘ -

The pooling of populations in the greater urb ang, areas is’
creating new types of potential students who earlier may have been
too thialy distributed geographlcally to be reachable. San Jozyum
Delta Commumty College in Stockton, Califomia, has helped Jtart
a pioneer program with the local Alan Short Center to provide re-
tarded _ people with instruction on a level higher than rnormally
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attempted with such a group. More than twenty-five inmates of the
Duell Vocational Institution, a nearby state prison, are also en-
rolled in college courses held within the institution. Seven gradu- -
ated iri'1977. The divorced, those on welfare, senior citizens, people
“suddenly unemployed because of a local plant closure, and ethnic
minorities with special problems, such ag Vigtnamese refugees—all
could benefit from services extended from community colleges. A

. Los Angeles judge has ruled that California’s 82,000 handicapped |
youngsters are entitled to an appropriate education from the public
schools. This will form the basis of a new clientele for comriunity
colleges. “ . ‘

Locations as well as new types of instruction can e in-
d1v1dua] urban needs. Senior citizens, welfare mothers, and other
potentla] students with needs evQlving from a rapidly changing
society frequently ‘cannot visit a college campus across town, or
often they are better motivated in the meeting room of a neighbor-

- hood branch hbrary, church, or nearby elementary school. The
prospect of holding brown bag lunch-hour courses in plant or
office lunchrooms is also an exciting prospect. ‘

More community-baged needs studies and urban pl‘ototypes
are required. Clty gg¥emments and gommunity Colleges are ready-
made partners to jojn together in efforts aimed at our urban society,
to produce a new [generation better able to cope with the strains
and the demands of a complex urban life. The resources of the
federal government are required. But an even greater requirement .
will be c1ty and community college leaders who see the potential
of anéw cooperative effort. ' - - "
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‘ Dale Parnell is preszdent of )
, San.]oaqum Delta Commum?j’ Cbllege

! N B in Stockton, California. .
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. T Successful program managers need to

;Hattend to thecare and feeding of the »

- o “"members of their gavernzng boards.
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. the governlng board critical

james f gollattscheck

Although frequently overlooked in plafning and often umnvolved
in settlng missions and determmmg goals, the college’s"governing

board is of unquestionable 1mportance to the college that would -

- become community based. It is doubtful that any institution can
be successful for very long in whatever mission igchooses withgut
the consent and support of its governing board. Board support is

" of even greater importance, hdwever, when an institution chooses

to leave those traditional’pattemns of education with which most
boards and the communities they represent are familiar and move
into innovative programs. Y,

Because becommg community Based usually requnres the

development of new missions, the. support of new and very differ-
ent programs, dnd the evaluation of the institution by different
standards, it is inevitable that th.e board of trustees will be called

" upon in many ways to lend its support to this new movement

Wew Dmctz’m for Community Colleges, 21, Spnpg 1978.

wll Toxt Provided by ERIC

within its college It will be asked to approve the college budget,
with allocatlons of -resources to new,and' different types of activi-
ties. Tt will-be expected tQ approvemoptra:dltlonal curricula. And

ﬁnally, the board will be put in the position of defending the new '

mission of the college by traditionalists w1thm and outside the
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) c011ege. It is likely to give such support only if it fully understands

", the new mission and is able to perceive the impact and importance
of community-based education. Lacking these insights, the board

" may well become a deterrent, expecting traditional goals, programs,

and students. -
A second and equally important reason for ensuring govern.

ing board support of a community-based mission is that the board- ,
can and should he a vital resource to the college in its endeavors to .

work with its community. Trustees generally represent diverse areds
of the commumty angp frequently have more in-depth knowledge
Jof the community, it§ problems and its resources; than anygne on
* the college staff, Th‘ey have lmes of communication into e com-
munity and access to community members who can be of great help -
to the college. Most important, the trustees,through’ their posmons
and contacts in the commumty, can help the college es‘f'abhsh its
image as a community service..

Seeking the support of the goveming board must therefore
be among the very first efforts of the college endeavoring to become
commumty based. It is almost a certainty that th€ board will not
give wholehearted support to a program it does not understand, and
consequently the continuing®education of the board of trustees
must be a high prlorlty of the chief executive offiter. Isdo not
.mean to imply that indoctrination or perstasion toward a particular
phx{osophy should be employéd. The continuing education of
trustees should always be a concem of the chief executive officer,
whatever the college mission. Such an educational program should
be ongoing and ‘should cover a wide varety of phﬂosophles and
programs so that the board can make intelligent choices.

To these ends the followmg four-point program of continu-
ing education for trustees is proposed. The plan is based on one
premise that, the chief executive officer must accept—he or she
cannot be the board’s only source of information about com-
munity college education. If the board memb%:rs are to be involved
in a true educational programy they must hear and see many differ-
ent things, not just those things the chief executive officer would«
wish them to see and hear. The chief executive officér must be
secure- enough to Jet the board mémbers become mdependent
. leamers, trusting that exposure to a large vanety of ideas, missions,
administrative and ma‘nagerlal styles, programs and activities, and
callege-community relations will ultimately enable the board to
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make wxser decisions. Since trustees are generally lay citizens.

without extensive knowledge of college programs, the: role of the
chief executive officer must be that of manager of the trustee
education program, providing access to selected materials and ex-

periences which will broaden their view of commiunity college .

<

education.

' broadening horizons of trustees

The trustee who ‘knows nothing of community college
education -other than that existing at his or her colle8e can never
offer real leadership to the board or the college and is likely to have
dxfﬁculty accepting new and innovative ideas from outside.On.the
other hand, the trustée who has had an' opportunity toread avariety

of materials related to community college issues; [iflen to and spea.k‘

with many people of differing backgrounds, rol d views; and
observe new programs and technologies at work has a vision beyond
what exists at the preseﬁt tlme in his or her college. This trustee
will find it far easier to accept the development of new missions
and programs. - *.

The chief ex‘tﬂx‘xive officer should p'rovide continuous access
to reading materlals such as articles, pamphlets, reports from
associations and other colleges, and clippings' from newspapers.
Trustees® cannot be expected to read everything of interest that
crosses the chief executive’s desk; inundating busy people with
paper can be as fitile as _giving them nothing to read. Thé chief
executive .officer must be selective ‘in terms of variety of view-
.pgints, importance of. the material, relevance to the local situa-
tlon, and level of details.and technicality. Trustees need general
informaton, not highly specialized material written in professxonal
Jjargon. A periodic mailing to trustees OtECOplt?S of reading materials

as well as other information of interest about college is particularly #

helpful in keepmg trustees up-to- date. It should be recognized that
not all trustees will read entire professional books, and therefore
the chief executive officer may need to~cnnque a book or send
_excerpts witlr a statement that copies of the book’ are available for
those who wish to read it/

In addition to reading, trustees need oppprtunities to partici-
pate in discussions with experts in vkious fields.as well as trustees
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and administrators from other colleges. They need to be included ‘
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when appropriate consultants are brought.in as a part of the on-

going in-sexvice efforts of the college, either as apart of the eollege | - -
group or separately. At times, in-service programs planned specific: '
ally for its trustees should be conducted by the college. Trusteeé;l'
should be urged to attend conferences and conventions relative tg{ '

their roles and’ needs as trustees. Conferences sponsored by the
Association of Governing Boards, the American Association of *
Community and Junior Colleges, and the Association' of Com-
munity Colleges Trustees” provide "excellent opportunities for
trustees’to meet and share ideas with trustees and personnel from

‘other .colleges and leaders in various aspects. of community’ col-

lege education. ‘ ' )

-

." trustee visitation to other community colleges

>

Even though reading and attending conferences may broaden’
the trustee’s outlook and knowledge 6f community college problems
and issues, visits to selected community colleges allow trustees to,
gain deeper insight into specific college activities; to inspect new,
innovative, or specialized facilities; and to talk with trustees, ad-

" ministrators, faculty, and students about a program or activity.
There is no other way a trustee can get a real feel for how a pro-
gram or facility is or is not working than by seeing it in operation.

A program of trustee visits to targeted colleges should be
planned on a continuing basis. Colleges sh'ou_'ld be selected on the
basis of several criteria.. First, there should be s_omething at the
college of specific and current interest to the trustees making the
visit. It may be an, innovative way of working with students, a new
leaming resource center, community activities, an outstanding
tampus master plan, or any other topic or issue’facing the trustees
at their owr college. The college wishing to become community '
based, for example, could Plan visits t@ several colleges noted for
“their outstariding commpunity-based programs. If possible, the plan -
should ¥nclude colleged with different organizational approaches
and types of ac'tivtistie‘é. K .

- Second, atﬁaﬁt some of the colleges visited should be enough
,like the home c@ege to make a transfer of concepts possible. A

large urban’ college mfgl}_t mclude a smaller rural college in its
itinerary for a very, speg’i’ﬁ‘c purpose; however, most of the colleges
visited should be performing the activity in a setting similar to the

[
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home college. It'is easy to dismiss programs observed when the
environment is too different. . Ce ’

. Third, most of the colleges visited should Wgs
better or at least quite differently from the home college.

_rthe purpose of the visit s to stretch the imaginations of the tmst‘eh
« it is pointless to visit colleges doing less oing the particular . .
. activity less well than the home college. It may make the chief

executive officet and the home college look“good by ‘comparison,
‘but the futility of the visit will jeopardize the entire program of !
trustee visitation. . .

In planning trustee visitation to -other colleges, several things
. . should be kept in mind. One is that although the visit may have
' been scheduled for a specific purpose, such as the inspection of a
. new gymnasium, the trustees and chief executive officer should
. plan to take time to see as much.of the entire operation-of the .
college as possible. Items of less interest at the time of thewisit may
become important at a later date.* Also, some particular facet of
the college visited may spark an idea’that will lead to innovations
back home. : ) '
Two, the visit should be scheduled well in advance through -
the office of.the chief executive officer of the college to be visited.
j If pessible, the visit Ahould begin in his‘er her office with an over-
. view of the opefation of the college. The early planning discussions
or corresponderice should state clearly the specific items of inter-
- est. Most colleges are pleased to be viSited and will offer every -
. possible assistance to make the day worthwhile. ’
Three, if possible, an opportunity to talk to trustees should~
be included. This must, however, be left to tie discretion of the
host chief executive officers N
Four, it is of utmost importance ‘that the chief executive
officer of the home c<§ﬂ?g?b$ part of every visiting team. He or
she can’help the trustees interpret what they have seen and relat
it to the situation at the home college. As future items or problems
arise, the chief executiv¢ officer caf remind trustees of examples
} seen on past visits. Experience and training will frequently lead the
chief executive officer to ask more pertinent questions during
‘the visit. ’ BN ) ~

-

, < continuous study of. the home collegé

The chief executive officer shiould include a continubus_zpm’
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study of the programs and act1v1t1es of the trustees’ home college
as a part of their educational program Reports on Various aspects
of the college should be given as a part of the regular agenda of the
trustees’ meetings. At times, spec1al meetings should be scheduled *
to discuss or'study some par}‘of th%l’ollége The need for trustees  + .
to know more about the operation of their “college’ is of even )
greater urgency when the college moves into a new or 1ﬁnovat1ve
} activity such as community-based education. Y, .
' .. In.the second discussion of this.volume, Max Tadloek con-
srdere‘d an approdch to planning for community-based educanon
that involves broad college and commumty representation: The
. A~ ftrustees should be.a p of such a planmng process. Bringing the
trustees into the planni) g of a new mission for the-college at' the. ¢
- “very begmnmg not only allows them to nge valuable input into.
- the process but also provrdes anoth k in the program of
. . trustee, ’ education. As ey study ‘alternative missions and roles
for the college, the trusteés will become more knowledgeable about

the possibilities for college-community relations.” .
- *If the college decides to become community based, it wﬂl\

a“

~

beimportant that the board be kept informed and involved in thé
steps the college takes to establish and move toward new. missions
and goals. With early knowledge, involvement in planning, and
regﬁlar reports “on progress the board becomes a partner in the
- pracess rather than an out51de observer and potentlal critic.

-
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" Since it s, critical that the board recognize the impact of the
college on the community, providing the board with ample feedy
back from those in the community who benefit from the programs
of the college should be an integral part of the continuing education
of the trustees of a community-based college. The periodic mailing
of informational materials mentiongd earlier is one way of getting
copies of letters, reports, and news articles to the trustees. Seeing °
that tmustees participate in thé presentation of certiﬁcate:For other

. activities is an excellent way of letting them see the results of
their planning. Scheduling reports from community representatives

" at board meetings should not be overlooked. Trustees will soon
. .begin to hear from their friends and dssociates about the com-

- _munity-based " activities of the college. l"t’is'/the’chief executive




officer’s responsibility to ensure that they hear "from the totaL
spectrum ojAhe commumty. v
. Thes?four types of activities can and should be included in >
a prqgrarn of. trustee education. The creative college will utilize :
many more and will*tailor the program to meet the needs of the
institution and its trustees. Thé i impbrtant factors are that trustee
_education be~xgcognized as a prim responsnblllty of the chief
“ executive officer and that he or she involve“trusteesin planning for
this,most important process..Furthermore, it must be recognized
. that community-based education cannot be successful without the
owledgeable support of the college’s board 6f trustees. Such
knowledge and ufiderstanding can come about only through a
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o "plarnned proggam of trustee education. s
- . . - o o
. “u - o * B
BN * s . .
~
~ : ' &
) ‘ - N ¢ a ‘ ' ’ 4 . -
: ' \j &
r J 1
- v )
s | > .
o . . . >
M . .o 2 ‘
A 3
1.';‘& . p ' ( ¢ e N °
2 /‘: ) 'q . Y <
I . .
- Sl AN
(e " F N .
|
‘\/\ V4 [
f < I3
— IO ’ o
’ - [N : . ~
- —~ . ( N . a N
Al
- ‘ //
. * - / \
AN ml . 4 ‘ ' t
. hd < ° 3 < ° N -
. ' ) James F. Gollattscheck is president

‘ of Valencia Community College,
o ., Orlando, Florida. ~

RIC- o 8

N , - ,
y . . - o
P G
‘ L3 * L




EEN . : =
S i . : R LN .
g . \ 5

) . S ) ¥ ' . ;- . P }»f

Too many commumty zmpact studies focus
y / o only bn ecogomic impacts rathe? than on all
a B A~ . ’ ‘" the differences a college makes to the
T ¢ fhe commumty it serues
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"/ communlty impact:. does it really *

a

I 7 make adi ference? '
“ ) R ' : sxdney 5. micek -
2 o ‘' .. edward m cooper -
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( What difference does the conrmunity- -based two- -year college and its
programs make to the community it serves? This partmular question
represents the sine qua non of all the planning and mandgement
. efforts of such colleges That is, once the best plans have been made" N

and lmplemented the issue foremost in the minds of both the edu:
¢ cator “and the consumer I “Wirat outcomes have fesulted?” This

’ questlon is possibly more 1mportant today than ever before because

+ . of pressures like inflationary prices, new social agencies competing
' ,.\ for fimited funds, shifting enrollinents, the educatlonal needs of

# ' the “new” student, and increasing technolqucal and social changes. ¢ .
.. As’a result of such pressures, community-based colleges, and for .« )
- ‘that matter higher education instjtutions in general, have become ~ /
increasingly aware ‘of the need to document, to understand, and to
. commumcate the 1mpacts thexr, Jpgrams have on the_;:ommumtles '

‘ they affect.” | > .

, . Recogmzmg the dlfﬂcu]tles inherenit in assessmg educatxonal'
P 1mpact community-based College plafiners and managers are search-
" ing for ways to aocompllsh these “tasks. W;th this.in mind; the purt’
.4 L3 . a

Q New thechons for Commumty Coltege:, 21, Spnng 1978. . ¢ » 79* v
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- .Pose of “this discussion is‘twofold: (1) to descrlb‘é an approach a
commumty -based two-year college might pugsue fo assess its fmpact
on the commumtyLand (2) to point to some critical issies that

. should be considered in planning and imflementing a Community-

> 1mpfact assessment study. Before going fdrther, however, it is im-
portant to gain some common underst ding about what is meant
~ by the terms.commiunity and impact. _ ; e N
&,* s 0 4 t
- > i ‘ . . v - . ‘
defining comr.ﬂuni{y andimpact e L.
LN B
. . . . . ) "

- . .' Accordmg to Webster’s dlélonary, communzty is deﬁned fas
’ “a body of people having-common organization or mterests or

hvnfg in the ame place under the same Jaws.”” Lenning, Lee, Micek,
" and~Se#vice at the National Center for Higher Education Manage-
. - ment Systems (1977) in a conteptual document concerning the

or are affected by the outcomes (outputs ‘or lmpacts) of an institu-
» 77 “tion and its program units: (1) individuals and groups, (2) interest-
based communities, (3) geographitsbased communities, and (4)
* each of the fow§ major audlence categories.. N
s Slmlhar to- Lennmg and his colleagues, Gollattscheck,
) Harlacheér, Robetts; and Wygal (1976) suggest that the community
%, sewed by the commumty -based institution is actually a numpber of
communjties or groups. which . are, fonned as a result of natural

+ » of natu

~ persons of a particular agé, and so on. Groups formed as a reget
of self-selection would include workorlented grotps (for example,

Iabor uniors, civil servite, the a.rmed forCes;~and, pr‘ofesswnal

" soc1et1es) and nonwork-oriented groups (for example, groups
ed. as a resulu .of social mterests, rel;gloqs interests, and vol’

eer activities). .Groups that comé together because tney arein a

tdte of,tfansition caused by rapid change might include: persons

' who are newly divorced, hew retirees, recently dlstargcd veterans,

. people. recently unemployed, people who are* sick, tourists, and

- -soon. « '
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N aggregates of peoplé Table 1 lists the primary subcategones within

_selection, self- seIectlon, or some transmon saused by rapld-techno- i
logical or social change. For example, groupsA/pned on the basis .
aé]/ile’cnon might include #thnic groaps, minority groups,

. ,- development of;e structure, for clasmfymg the outcomes of post-
L . v secondary education, identjied four major audiences that receive, .
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Table. 1, Subcategories of the *“Audience’ Dimension L :
. ) [ “ 7 .
Individual/Group Clients .
. Students—Individuals or groups of individuals curtently enrolled in progmn, institution,
or'system of postsecondary education...
Former students—Individuals or groups of mdmduals forfnerly enrolled in program, m§t1~

SRR ‘tution, at system of postsecondary, edu ucdon., , ; J
< " Family and relatives bf students ox.iormer s}l.(dents ’ . .
°{'eers and associates of students or former students. - o ¢
aculty. . * \ . ' \\ s Y
Staff other than faculty. © _  ° -

Other individual/group clients—An example is an individual w’ho Isnone of the above but
is, served by an advisory servxoe offered by college

¥ 2
‘ ’

o _ Interest-Based Communitles ' ° o . T
Private enterprise communitxes—Commumtnes where a major purpose 1s ﬁnanctal renumer

ation agd profit, e.g., corporations, small businesses, and farmers.

Association commuynities—Communities where members’ ong on the basis of afﬁhatxon

‘ rather than employment, such as unions and professiona} societes. . .
Government com'munmes—(!ommunme! ‘designed tq administer government regulatiqns” T,
A and services,such as city hall, state department of education, and legislative communitigs. '
N Nongoverrlmental}pubhc service communities other than mstxtutlon producing outcome - B

. Npnprofit serv:ce-organizauons, such as schools, hospitals, w welfaré agences, phitanthropic
foundations, coflleges (other than college producing outcome), and research organzations.
. Insutuuon or msnt?onal umit producing outcome— Postsecondary nstitution “and/or i
. units w1 that institution whish are pergevéd as produoer/facxhtator of outcome(s) of \

B

concem._ ,
Other inte based—commumues—An axample 1s an ad l\oq coalition task force of repre- . |
* sentatives from two or more'of above ajeas. " . L
’ 4 a N .
Ggogmphw-BaseZi Communtities - * . t ' ’ .
. Local mrnumty —A township, city, county, metropohtan area, or r other type of locafity” Ll
e lﬁvmg a.mcqlax boundarnes” Not necessarily restricted to Jegal or junsdictional ‘boundary, :
I but functional one in wluch the impact of institution is (or should be) directly and physt- v
* cally felt. Béundaries vall vary with msutuuon,tp:ogram and outcome of concern. *
The state. - s
R A reglon—An aggregauon of statv.s or parts of statgs. £ - Q)
*  The natipn. » ¢« -t L .
An international community. N
Other geograpfiic-based commumities— -An example i a&eswch discovery that affects
. pnmanly people lmng in coldest latxtudes, or where it snows a lot ‘ !
- egates of People : Y.

o Abxhty level subpopulations- Subpopulauons defmed according to lqvel of ability/pro- | N
ficiency ongeneral intellectual functiomng or specxﬁc skxll;. c.g., gifted; typical, du- )
advantaged, or skilled, semiskitled, unskilled. . » . ' .t
Age subpopulations. - . Lot CNR C

»+ 1 -Income level subpopulations . . s, L. ¢
Educational level subpopulatgons . - ~ N
" Occupation subpopulations. - . I . _,/ .
Physical disability condition subpopuiations. -x’ . . v, ’
Race subpopulations. i . . v :

Sex subpopulations. . S NI
Other such aggfegates. ' \\A . . : o g
¢ e ; o ’ o,
OlherAudi‘encas . i P " Lt N
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T The term impact connotes a. cond.mon whereby twd or more‘\
oo thmgs have come together to make some Wiference. In the case of a
. college, impact represents the co&scqqepces or end results from the
/7 7" interactionof the cojlege’s programs, faeilitles, and resources with
<~ ' _ the v%-ﬁv.?s/gommumues they affect. The poss'i{le impacts a college
A > might’ produce are obvigfisly many. A us%ul aid g ‘thinking about T
’ t e comimunity unpacts a collegé might have™™ )
is the postsecondary. outcon%:s classification structure developed:
Lt ‘ ‘at NCHEMS. Jn addition to tldssifying outcomes in terms of the
. * - audifpce who reeeives or is affected by an outcome, the structu,r& =

- -catego by type-pf -outcome.: Table 2 lists the five magor classifi- | - |
- , ., iTa tZ. Malogcnegnnw ‘of the “Type-of Outcome" Dunensnon : . ’
R ‘ l Categary ame P e Deﬁmtxon A «
r . '

o . -

. " Maintenante or change in economic charactensncs
s e > - e and condmbns of mdmduals groups, organiza

v, Economic Dutcom'&s N nons and ommunities, e.g.,‘in economic access,
ot : . . n%’mxc mobx'hty and’ independence, economic *
o . \ - \ sercunty, and income and standlard of living
‘ X . Mainteance or changc in human makc-up -and
. . “J ! characteristics (other than Enowledge and under- '3
1 ) Human Characteristics standing) of individuals, groups, ‘organizations, |
\ * Qutcomes ° | and communities, €.g., aspirations, competence N

and skills, affective chagacteristics, personality and
p‘c;sonal coping characteridtics, rrcogmuon and .

T T s . certificatioh, and social roles -~
. e L Mﬂtcnance or change in knowledge and under-
s ] . st;ndmg, technology, or art forms and works
< “,’7. possessed ér mastered by ;nd:vxdua]s groups,
R Knowledg\ﬂ'cchnology ,oi’gamzancms, and communities, e.g., discoveries’

and Art F orm Outcomcs ‘apd inventions, technical developments, syntheses
: . and reformulatiofis of knowledge, new schools.of
“ - . thought in art,and works created in thdse new
- ) . tradluon‘novanon of art works
) \ T 'Maintenance or change .if the direct resources .
Y g and services (other. than’ those included above) s
¢ . Resource and Service _provided to indjviduals, gFoups, orgamzanons, and .
«  Provision Ouécomes commgn'ﬁtms, .g., providing .fatilities, evénts,
- . advisory assistanice, analytical ass:stznce, teachmg,
T, &  health care, and leadcrsﬂip o N

* L * ) Examples are maintenance or change in format‘ ‘
T arrangement, activity, or administrative’ operation .
Other Maintenance and  of an organization or institution; maintenagge or
Chan® Cutcomes _ change in the aesthetic-cultural level of local oo
; m.% i
un

. ., . m ; maintenance or change in family or ¢
el .. @y munity activities, practices, and traditions
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types of outcomes produced by a college and its program units. ,._"\
The descriptions following each category title identify some of the
" specific outcomes included within,each category.

. L
-  , o ) A

- . . i
. concep;ualizing an appro'ach ‘fo& assesging community impact

3
-

- Most commumty impact studies to date have- been. limited.
for Several ‘reasops. First,. they have not taken into ‘consideration
the array of communmes they’ po‘tenuall) affect. Second they have

L ten ed to-be’ limited to assessing just ‘economic impacts on the

. logal community. Third, they often have been limited to,one form

“ of lmgact—data col!ectlon . Given- the definitions established “fot

T commumty and zmpact how might one take into cormdcranon e

. ‘various dimensions of;cbmmumty and" impact and dévelop a pracuv

cal approach.that can ‘be used by the cohmunity -Based college for
v+, ,comprehensively assessxyﬁ its 1mpact orf the community?

B-otennally affected by the coHegoe might be View edgln this.figure,
“the college is shown to-have.direct impact (desngnated by solid-

. lined" am'ows) on thé faculgg/st f community; the student coffi-® ,
* »  munity; and the "m(e»t;st ' communfties identified yg/part of
o llege's’ district service mgélhc em-,

the local com?numt» —the
¢ ' ployer commumty might | clude heads of locat businesses as v,ell
»  as heads of local govern t agencies. +The socia-agency commumt) .
. ..could consist of-docaf dirgctors of the Ametican Red CTOSS, Boy

Iental Rehabilitation Cefxter ‘Sah)gmo‘h AUH),

. and Girl Scouts, the™
" YMCA, and so forth, T“he civic-leaders community groups might °
include the curatdr of the museum the localfhospltai admiristrajor,
&he head of the Chambar ¢f Commerce, businéss-leaders, the local
"' newspaper B)(Bllsher and gthers who understand the pulse and needs_x
of the community. The education communm congists ofrgeache X
cotnselors, and administrators in the focal public schpols and at” .
other colleges in the area. Another releanL community, ile gcneral -
titizens community, can be defined in a numb f ways: for ex
/ample registered vosers, propert) OWNgETS, of hcads of hcrusehqld

- ' The broken Jined.arrows in Figurel identify she. fact’ Lhat the o7, |

cqllegé mdu'ectiy impacts the different local commumt) groups
‘through the actions oﬁthe gollege’s fadhlty, staff, and students. For - _
. example, faculty and staff through poth collegc and» nanoHcge

' . t - . . B
ERIC e '~88‘. T

L .
A i 7ot providea vy e [ - ~ . /. &
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.o cations used in the outcomes structure to categorize the different . , |

;. ,Figune llustrites one ‘way the dilferent communaues R
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Figure 1. An Exemplary View of the Corgmumues '
Impacted by a College
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. sponsof‘ed activities 'make a wide range of contributions to .the
commumty Similarly, the students enrolled in the ¢Bllege’s pro-

la

grams influence the community in terms of dollars th
supplies; eating and 'travel, the contributions -they ma

*pleted their studies..

3

+

y spend for

e through '
mtemshlps, and the contnbuuons they make once they have com-

s
-

R

s

(X4

1
P

’

For each specific commumty 1d,ent1fied above, Jnumber of
potential inipacts rmght be made by the colleger The oqtcomes
classificatign structure developed by Lenning and his collea
provideg one means of thml‘ng about the array of potential im ts
In -a recent commumtyu;npact ‘study (Micek™ and Lake, 1977)

." conducted at Kalamazoo Valley Community College (KVCC}-in
Kalamazoo, Michigan, the following areas of i impact were exaffiined :

educational impact; economic impact, Sociocultural i impact; techno-
, logical xmpact and politichl impact: Table 3 identifies sbme poten-
tial md.xcators or pxeces of evidence that wereconsidered in the
KVCC study to-asgess xmpact within these area. '
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' Centra] to any commumty unpaét study, is determmh
n_of the study’s, objedtivessadnidentificatiog of the gritical |

questlons to be answered. Such an understanding is pa.ramount ta

. avoid falsg stajts and to gard égamst possib¥ conflicts among
», those domgﬁe Study and the decisiort makers who ultimately will -~
use and e aff®ted by the. study s results, To ensure a clear urge\'-
N standmg f the studyf objectives and the' chitical questlons to be
.armvered, tonsnderiﬁtlon mast be, given to - orgamzauonag issues,

metho‘dolngcal issues, dnd issues related to mformano‘h use ands
¢ . { .

t;ons 'In” ipitiating’ @ commumty
at a”sound Antrainstitutional’. cong-

3
.P;" d

L O,rgamzatzdnal Co,nszd
impact s s xt is critical

o ‘workmg‘ group be establishedy This' toreworkm% group shpuld in-

clude persons'from several ardas: the president’s 6ffice, the dean of
~‘mstmcnon s office, the. msutu{lonal reﬁearch office, and ‘the publb:
, relations office, It i x.mperatwe that the president ‘of the. college be’
hlghly“ invelvel because'. of the far- reaching impligations of the

or‘ )

-

EY

‘e
v

a;‘ tommunity-impact stndy and ‘the fact that a wide range of people |

"from t.'he commﬁmty willrbe contactqd during the’study Ideally, .l

- R \
L4 “ ot a ~
n RS

Q

S o, e ‘ 3

v
..

e

o

85

[ -, \

-

K \}'

iy .




b-

‘Table 3. Potential Tmpact Areasmd Indicators ~ * ¢
- ’ - S .
Im;mct‘Areas : ! Indzcatdrs of Impact *
‘ Number of studcr\ts_served from fq'undmg of: colle§
to present

> Number of+degrees and certificates granted
Educational Awareness, use, and satisfaction with* college’s

- educational facilities and services ..

’ C « Eduicational levels of local commumty S ,~
0 .
R ?4 ] Estimated averagc M amount of collegc\t

c. 3 penditures *
Economic atu : Total dollar amount of, institution’s payroll ls
: ¢ ’ \ percentage of esqmateﬁ total community payroll
C'gllege"s expenditures for local goods and services

5 - b4 " -
Community awareness, use,ypd satisfaction with
college’s social and cultural events

. ;. Number and type of social and cultural actwmes

Socioc‘ulg\tural. * - of faculty and staff

< -7 Student, faculty, and staff perceptions and evalu-
. ‘. ations of 4heir racial and ethnic attitudes and
° - 3 }belief.s as determined by selected Eﬁea.sures' )

\

NI . Percentage of students gmd/ot former students
pll PR belonging to or holdu\ffﬁce in:political organi-
Politicaly . zationsYbased on survey data) l
. e ) Community perception of collcgp; achievement

s /-f\\ ofxtsmxssxon . . .

X
" ‘Impact of college in influencing /l::i);s'ses to .

Tecﬂngiogic'al.'- v Jocatg in the community

3 . . *  Employers’ peiceptions of and satisfactions with
L e graduates leveloftra.mmg/ . R

ﬂge pre51dent should hea.d the coreworkmg group because thls il
dcmonstrate the ) remderf( $ acommltment tQ the community-impact
-study and will facxhg_a.te the pre51dent’s use of the study results.

. ént the ¥xpertise wjthin ghe corcworkmg.group, it
is essgnﬁal tggswb

lish a general advisory graup, and it also may be .

useful to-€orm a fechnical adv1sory group.. The ggneral adV1§ory4

group should mclude an axfay of people wl;o can represent various
college -and community @terest,s Such a group will provide u

suggestiops about how to handle key isshes and enlist the helfof
people in strategic posmons in‘the community. Fugbermore, this
group will give the study. visibility and provide eXcellent public
relations with the college and commumty A technical a.dvxso.ry




.- 7 group can be formed to assist the coreworking group in-dealing

with technical issués such as acquiring lists of people to be sur-

veyed, determining sample sizes, identifying the most effective way

of reaching each group, and effective report writing. Pe6ple selected 4

for this group hy include faculty or staff skilled in research

methodology, ins ment development, and communications.

, Major busipesses and governmental or social agencies in the com-

m&mty may have skilled staff who also can provide excellent tech-

" nica) advice since they, often engage in various studies b commun- |

ity impdct and tommunity fieeds. It shquld. noted that both

" these advisory groups potenn lend greater credibility to the

- »  study because they represent Zey commumtxes JIn addition, the ’
- establishment of these, groups may result in mcreasmg the aotual ' :
use and application of the 'study results.

Methodologxcal Considerations. A number gf issues should be’
considered in de51gmng any community impact srudy Several of
these issues will be discussed here. First, it.is important to recog-
nize,that the- community unpact of a college is potentially a chang-

" ing phe‘nOmena. Shifts in popylation, new programs, and other
factors—cHfange the impact of a college over time. I is thereTore
useful to Quild the community-impact Rudy design 4nd procedures
so that 3' are replicable for future study and comparison. . . -~

gond, in developmg a sampling strate I- assessing- coms,
mumty 1mpact, it is Important to answer thegﬁuesnon “Who are
the populaftlons (commumnes) that will be studied and whick
specific subgroups ‘are to be surveycd‘?” Decisions must be made . .
.about whether“the total populanp will be sirveyed or whether. '
-a sample should be'selected and if so, how large a samplé. Sampling .~ 7. 7
- “' the tot opulation’ may *be possible where populatioiis of small
L size are: mvoK/ed (for’examplé, faculty and staff). When the choice .
is made to survey a pértion of a population, care should be taken "
to provide for a sample large ‘enouglt* thag valid inferences about .
the populanon can be made: Idennfymg individtals who make uz) v

Qo

a given population to be sampled is in many cases an arduous task
" Resources such as the members on the advisory groups should b
tapped early for suggestions on how Tists may be developed and
what sources CXlSt so that they can be obtained directly or easily
Tompiled. The new laws on confidentiality of-infoyrmation-hate
. decreased access to some such listing$, As a result, the process of
-
. acquiring games and “addresses may be slow. Therefore, an early -
" - start at developing these lists is important. . ] | . ‘ .
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Assessment “of community impact requrres using a variety
of techniques to gather data from a multltude of groups Three
basio techniques that can validly be used to obtain community
impact data are: (1) survey questronna.lres, (2) interviews, and
'(8) review of institutional records. Sugvey questionnaires are modt
suitable for obtammg responses from large populations. However}
to be used’ successfully they must be carefully designed and gen-
érally will rgquire the use of follew-up procedures to ensure that_
- the percentage of the group respon }ng is sufficient for valid
results. Interviews, both by telephone/or in pefson, can be used
to gather data from small populations as well as to gather mEepth

data from selected  groups. Generally, respondénts are more \favos
able 'to- this method because they are at greater liberty to ekpress
their full perceptions and’ attrtudes about the college and its
programs. ’

Records kept by the coHege, local, government agencxes, and
pther résources, such’ as U.S. Census "data, provide a major source

- -

N of information concerning economrc-lmgact indicators and descnp

rtive data en the community. These data can-generally be accessed -
" with little, diffi culty gnce _permission is given. The American Council
on Education guidelines (Caffrey and Isaacs, 1971) are a basic
réference that suggests how to access institutional data to- assess
. economic impacts; Another valuable resource that provides *sug-
gested' p ﬁ)cedures for pbtammg commumty impact data using”
dnsgitutional records as ivell as questionnaire *and mfervtew pros
« . cedures is the Outcome Measures and Procedures' Manual (Migek, ,
= Service, and Lee, 1975) developed at the -National Center for
(Higher Education Managemcnt System‘s\
. «Strategies for analying the data from the community- unpact ’
. assessment are another key methodologlcal consideration. Analysis
. g\merally consrsts oef. using .basic descrlptlve statistics such as per-
"+ ceritages; means, and frequencies.to prdvide aséful data summaries.
More sophisticated statistical analyses and furth“escnptlve anal-
ysrs ‘may, be camezl) out when it Lai;:?rs they will enhance the
dy \An ‘addition consrdera«non is \the analysrs of respofise bias

« to ensure the re f&resentattveness of the actual sample of respondents

" 1+ for the various Ivey. questionnaires used in the study.
» Use and’Dzss'é;mnatwn of‘Commumty Impact Information.
Information about a’college’s impact on the coggmunity it serves ’
6“" is, u,s ful for many purposes It-can be used for pubhc relatlons

. .
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_purposes to open or improve the dialogue between the college and
community. It can stimulate discussion within the community
regarding community-relafed issues. It can be useful to help _]ustlfy
beginning or modifying programs, which. in tamn is usefulin the
- budgetary and planning process. It also,cah be useful fo‘r institu-

. tional self-study in preparation for accredxtatlon .

"" *In disseminating commumty-lmpact information, two impor-
tant factors to consider are the types of reports to be produced and
the timing of those reports' Reports should be tailored to the in~

» ~formation needs of the users. Usually it is appropriate first to -
develop a detailed comprehensive report and then to use this report,
' as asource for writing executive summaries, summaries of informa-
"tion that pertain to specific departments of administrative areas;
- and so forth. e ,
¢ Supplying data at the appropriate time is ‘a concern that
- shéuld be addressed early in the study. Community-impact infor-
mation should be disseminated at*a time when it is mést useful
its users. A short session with prospective users of cbmmumty-
imfact Information éarly in the project can serve nétice about the
impJementation of the study, provide information what types
of reforts would be most useful, and indicate the optimum timing
for their dehvery T

v

. N ) g'

L et
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£ . summary
. 4
- It is to a college’s \advantage to document, understand, and .
" communicate thé differendes it makes on the community it serves.
That is, information about community impact enhances.the pro-
" gram planning and- development process, it helps in understanding’
the éxtent to which community educational needs are being met,
it contributes to institutional self-study and self-remewal, and it
«-  provides a useful tool for i 1mprov public understanding of the
. college’s. ‘mission, programs, and i rest in being a commlinity-
b'ased institution. , s
As’ pointed out, many commumty-xmpact studies to date have .
“focused only on economic impacts, Such. information is useful
but it i8 only, a}?ortxoq of the- impact data that should‘bc gathered \
and mcorporated into the study. Therefore, if commumty impact *
studies are to contribute to improved planning, management_.‘znd. ok
, evalu/atlon degisions 12 the community-based two-year, college .
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_(or, for that matter,in other types of higher education institutions),
‘consideration must be-given to: (1) the multiple cmlmunmes that
are potentially impacted by the college, (2) the arfay of impacts
or outcome&whlch may result from the college and its programs,
(3) the different ways o€ obtaining community-impact data, and
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/ . t)ommumw service - has been a function of community gol.lige';l{or
at Teast thigty .years, but only recently Has le collegeveéﬁ‘: gft
. rélatiénship become a major force in curfcutar and orgamz al
chapge. Since_ the Amerigan Assaciation of Commumty and Janlor
o Colleges proposal in 1974 that junior colleges ‘take the forefront in °
", community leadership, many colleges have attempted to meet this
.- objectlve by msﬁig innovative programs, Background material
", covering the broad spectrum of issués cenfral to community-bas
- educaf,lon are-covered in Holcomb (1976) and Schenkman (1975). Ce
Both these publicafions are compilations.of viewpoints. -regarding .
management, fundmg, needs assessment, staffing, and so on. Some \
difficulties inherent/in the development of com unity- based pro- . R
+  grams are also noted

Central to the understandmg of these programs is the'mean- - P
ing of community-based. Harlacher (1974) delineates some fntegral _

ompo nts that define a commumty based program [l'he college ‘

f
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is seén as-a cooperafor with the commumty in joint meanmgful

‘“human endeavors. If
tial learners must be i

-

college is truly community based, aII poten—
ntified and served.
*~ Who are all

e potential learners? Perhaps the most.com-,
plete descnpnon of the new-or nontraditional student is offered
. Cross (1976) She deﬁres the new student as one who would not
( be involved~in hxgherbeducatlon were it not for open admissions.
" . 'Beyond simply descrlbmg the new students, the most useful aspect
of th&s.sbook is that it identifies instructional innovations which can
~— bc~1:.sg& 10 help«both new and traditional students. An edie snve
.. bibliography 1s mcluded o .

-Othter writers@iéw the potennal students even more broa&ly '
Woo&'(1976) presents a demographrc breakdown of enrollees in
community-service programs in Los Angeles, Some of the notablg
charactenstxcs are a high percentage of women and. the fact, that

frcent of the studeny work full-time. Programs desi to

reach out to convicts and pagolées are described by Tenig; (1975),

and Galley and Parsons (1% descrlbe Hagerstown Junior Ilege s

+ programs for convicts as well as a wide range of clients in their

* community.-Parsons (I976) ‘describes programs for inmates, mili-
tary personnel, and courses for credit through Maryland College
of “the Air televrslon network. In sum, to the community educatq'r

R, ;veryonc\hvmg in /the district s\ pefentral client. -

. ¢

.-

- . Y
’

- v ~

programs *

‘l—‘.

S (L P -
. S Program descnp,flons of actual commu\\ty-based colleges are
A ;‘ A provided “by .a- number of sources. Owen and Fletcher (1977)
) ' describe five mentber institutions of COMBA‘SE This report views
~ these programs through the collége commumty relationships
gpeqlfically advrsory relanonshlps, direct assistance, joint ventures,
ﬂn merger. ®he type of cooperative activifies these COMBASE
members hayg initiated include programs with other postsecondary

] institutions, government agencies, pubhc schools, nonprofit ser- )
vice and professional organizations, publlc service agéncres llbrane% _—

business, and mdustry A
. Often the community orientation of these programs leads to -
the development of a college without walls of noncampus college.-
The-Chicago City-Wide Institute of the City Colleges of Chicago
N '(1975) descnbes a umt'of a w system that is designed to sexve
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, ;—\):;lults whe! cannot or chiobse not” to ga to d traditional caffipus. .

encey and Zeiger (1976) present the background and_evolution
of Pioneer Community College. Erickson (1976) presents a plan
for a district-wide college providing external, nontraditional pro-
grams. Luskin (1976) provides an overview of Coastline Commumty
‘College Report pf the Institutional Self-Study’ (1975) gives an
overview of the Community College of Vermont, a unique, state-
wide, noncampus college operating totally out of community
facilities, w1th no full-time faculty. The report includes a historical
sketch,_student’descnptron, educational philosophy, dellvery sys- . -
tenls, finances, and research and evaluatron of the college.
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%ésﬁ community- based programs prollfegte under the auSplces N

of traditional two-year colleges, the need for change in administra-

tive’ styles and govemance patterns is obv1ous In Holcomb (1976),

Ray }o/gnSOn ekammeg, the conflict b,etween the pull toward ¢en-

- ~tralization caused by multlcampus govema.ncé‘ and the push for
decentralization to better serve local communities.’A. management'
model to resolve this cén ﬂ1ct s present Q ,

N . Fundmg is also nomtraditional. Roed (1976b) found that

- stite ding for community-service programs was declining" and
made! suggestions for reversing the downward trend. Other funding

soufces are xammed by Smith (1976) and Rude (1975). Resource ¥
. “Papers Ng. 452 (1976) include guides' for propgsal writing, special
pro]eets, ;he strall college and federal funding, a profile of federal -

. praograms administrators.in multiunit comtunity colleges, and an

. introduction tp the p0551b111t1es of increasing federael\a\d through

" indiréct costs. Looking at the funding" question from a dlfferent

perspectlve, Griffith (1976) is critical of community service pro-

. grams’ that 'ex1st not frof a desire to serve sthe community; but - .

because extémal funding is available. He suggests the need for new

*yardstrcks to measure college productivity. . "

- Planning and developmient of_community programs is a

i

concem of many .administrajors. Knoell and McIntyre (1974)
descnbe&n actual planning model for developing 1nformatlon,r%ﬁb\
- -

posing pohcy and assessm"g,prdgrams They also déscribe ava
,. of deli A systems Anéthier model fot program planning and"Y,
evaluaUOn is* provided by Galvin 4rid Kester ( (1976), In response -

Q
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to inadequacies in these areas at East -Los Angeles Coll¢ge (Cali-
fornia), a model was developed that includes a writter/evaluation
plan and a goal-attainment scaling chart. A guide for planning to
be used by mid-level managers involved in controlling services
and noncredit courses is.presented by Roed (1976a). The guide
includes suggéstions for goal setting, needs asséssment, program
design, implementation, and evaluation. ‘

One of the Qifficdlties in serving non adit{onal students is "
“that they often afe unable to commute t a college campus, or
even to a local storefront. Others, becaus¢ of age, a handicap, or
reluctance to leaye their homes, make up/a significant target group
for community education. The need [for unique delivery systems
is obvious. The juse of radio and television (Evans and Gollattscheck,
1976) and the xllewspaper (Jioia, 1974) are possible selutions to the
problem of réaching these previously ugserved groups.

“  Recruitment.of paid pérsonnel to staff commuhity-based
programs would appear to pose few problems to the program
administrator. The preponderance ¢f faculty used to carry out
community-based programs are part-time people recruited from

* the community. This seems to allow greater flexibility in planning,
lower costs, and a more humanistig faculty. Bem;'iei"(1‘9'75)4';‘)?65"”:
poses the use of volunteers to fill qut the staff and a system that
includes recruitment, screening, training, and nonmonetary rewards.

Yet many probléms regarding the position and status of part-time
faculty are as yet unresolved, and administrators must be aware of
the possible complications (Koltai, 1p77).

i

needs and impact

~

5
Once a school has decided {o change its orientation and

become cor’nmunity based, the most immediate question is one of
determining needs. An example oflthe needs assessment survey
conducted by Chemeketa Community College (Oregon) and its
results is reported by Moore (1975). Pealer (1977) presents a
guestionnaire designed to assess community needs through a tele-
phone survey. Pitfalls and problems hssociated with needs assess-
ments may be avoided if one can anticipate them before they
develop. Morton and Warfe] (1975) {scuss these problems and

suggest techniques for actually conducting the assessment. Of
particular interest is the study reported by Redemer (1976) because




this needs assessment incorporates the area of services provided
by other institutions and agencies in their service area. Since this
type of study assesses existing programs, the chance of duplicating
ad overlapping is reduced. . d

Although community business leaders are often sought out
for program suggestions, systemafic tabulation of gaps b_etween\
job openings and related training programs is rare. One such pro-
gram in Florida utilizes the job bank data maintained by the Florida
Employment Service Agency to monitor the pulse of the business
community (Phillips and Tucker, 1973). ’

One of the more extensive needs assessments was conducted-

over a five-county area in northeastern Pennsylvania. 4iternative
Commuinity College Education System Study (1977) details needs,
‘possible programs, enrollment projections, and cost estimates.
This study .concludes that a college without walls would bethe
best way to meet area needs. o .

Perhaps. even more difficult than assessing needs is deter-,
mining program impact. Cohen (1977) questions the legitimacy of

programs’ that rely on unsequenced and unrelated presentations

of material as opposed to those which operate through planned,
sequential curriculums. Roueche and others (1976) present a com-
prehensive report on all facets of competency-based instruction,
opting for assessment of impact on individuals.

Many of tHe issues central to program evaluation are dis-
cussed by Wood and Santellanes (1975). An outstanding hand-
book for administrators responsible for measuring community
impact has been compiled by Micek and others (1975). Besides
reviewing selected references, this source examines impact on three
levels: education, service, and financial. Methods for data collection

for various-outcome measures are suggested.

A central issue in community education is how much of the
community-service function should be assumed by the cemmunity
college, and what should be left to the service groups and, com-
munity schools that are already functioning. Yarrington and Minzey
(1975) attempt to delineate the proper role for the' community
colleges. And Community Education: Final Report (1976) offers
a conceptual basis within which all' sponsors of community and
continuing educati‘qn ¢an cooperate and coordinate services,

4
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’ Thomas Harvey * - .
1976—"13. Promoting ConsumerProtection for Students, Joan
* Stark
14. Expanding Recurrent and Nonformal Educatzon,
oo David Harman | : -
15. A Comprehensive Approath to Institutional Develop-
ment, William Bergquist, William Shoemaker
16. Improving Educational Outcomes, Oscar Lenning
1977— 17. Renewing and Evaluating Teaching, John Centra
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18. Redeﬁm'ig Serpice, Research, and.Teaching, Warren
Marti . -
19. Managing Turbulence and Change, John Mlllet
20, Incregsing Basic Skills by ‘Developmental Studies, John
# Roueché ) .

NEW DIRECTIONS FQR COMMUN ITY COLLEGES '

" Arthur M. Cohen, Editor-in-Chief
" Florence.B. Brawer, Associate Editor - ) .

\

1978— 1. Towarda Professional Faculty, Arthur Cohen

. 2. Meeting the Financial Crisis, John Lombardi .
8. Understanding Diverse Students, Dorothy. Knoell

4. Updating Occupational Education, Norman Harris

., 1974— 5. Implerenting Innovative Instruction, Roger Garrison

-

6. Coordinating State Systems, Edmund Gleazer, = ,
Roger. Yarrington - )
" 7. From Class to Mass Learning, William Birenbaum
.8. Humanizing Student Services, Clyde-Blocker

1975— 9. Using Instructional Technology, George Voegel

10. Reforming College.Governance, Richard Richardson . -

> 11, Adjusting To Collective Bargaining, Richard Ernst ’

12. Merging the Humanities, Leslie Koltai .

1976— 13. Changing Managerial Perspec?zves Barry Heermann

14. Reaching Out Througl"Commumty Service, Hope
Holcomb

v 15. Enhancing Trustee Effectzveness Victoria Dzuxba,
Willtam Meardy

16. Easing the Transition from Schoolzng to Work Harry
Silbermpan, Mark Ginsburg

. 1977— 17. Changing Instruct,zqnal Strategies, James Hammons

18. Assessing Student Academic and So&z’ql Progress,
: Leonard Baird _ , ’
. 19. Developmg Staff Potential, Terry O’Banion
20, Improving Relations with the Publzc Lois Bender
Benjamin Wygal ’ . “’ '>

‘NEW DIRECTIONS FOR INSTITUTIONAL RESEARCH

Paul Jedamus, Editor-in-Chief

1974— 1. Evaluating fnstztutzons k)‘r Accountabz’lz'ty, Howard .
Bowen : _ : ' .




. . ! . A . -
2. Assessing Faculty Effort, James Doi J
*« _ 8. TowardMffirmative Action, Lucy Sells . .
4. Organizing Nontraditional Study; Samuel Baskin . :
. 1975— 5. Ez)aluatzhg Statewide Boards, Robert Berdahl - e
L, 6. AssurmgAcademzc Progress Without Growth =
", .AllanCartter - o o :
1. Responding to Changing Human\Resource Needs,
2 Paul Heist, Jonathan.Warren
v & Measurmg and Increasing Academzc.,Producthty, X
| ¢ . Robert Wallhaus B
1, 1976+ 9. Assessing Con)puter Based Systems Models, Thomas : D
o Mason 7 oo - o
10. Examining Departmentai Management James
-Montgomery, James Smart
. * . 11. Allocating Resources Among Departm ents, Paul Dressel, y
' - . Lou.Anna Kimsey, Snmop v
‘ ) 12 Benefiting from Interinstitutional Reésearch, Marvm :
. . Peterson | . o s
'1977— 18. Applying Analytzc Methods to Plannzng and Manage- o
¢  ment, David Hopkins, Roger Schroeder ‘ S K
‘14 Protecting Individual Rzghts,té'Przvacy in Higher - ' '
Education, Alton Taylor ¢ I
15: Appraising Information Needs of Dectsion Makers, 9’*’ ’
- Carl Adams®=  * . s
o 16e InCreasmg the Public Accou ntabzlzty oszghef <. ' +
. Educatzon John Fo‘lgcr B\ Lo
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‘the “?‘gitors

c_igy ﬁmp t}ze ]umor college of the éarly 1 %00s ’
we Il dbcumented and is generally well known. It,
bly bﬁld be generally agreed that.we arg entering the»

'of that evolut:on. the era of the commumty~based

;f‘ cant areas of commumty -based o
d e asked pract:tzoners in communzty college RS
223 z‘egg %amcles dealing with specific practices ;-
dures. i@f“ hate weliberately attempted to .avoid ', é;
fm o pf‘concrete suggestwns for zmplementmg
1based» educatzonw . 3
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